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I .  INTRODUCTION 


A.  BACKGROUND 

During  World  War  II,  weapon  systems^  were  designed  and 
produced  using  basic  technologies  and  standard  mass  production 
techniques.  Once  a  weapon  system  was  approved  for  production 
there  were  rarely  any  significant  changes  to  the  original 
design.  The  inherent  stcJDility  of  these  designs  allowed  the 
Government  to  use  contracting  officers  as  the  primary  point  of 
contact  between  the  Department  of  Defense  (DoD)  and  industry. 
(Baxamgartner,  1979,  p.  3) 

Since  World  War  II,  advances  in  technology  have  led  to  the 
development  of  more  complicated  weapon  systems  and  associated 
production  techniques.  In  order  to  accommodate  the  new 
procurement  processes,  a  new  management  approach  evolved  - 
program  management.  In  general,  program  management  can  be 
defined  as: 

The  planning,  organizing,  directing,  and  controlling  of 
company  resources  for  a  relatively  short  term  objective 
that  has  been  esteiblished  to  con^lete  specific  goals  and 
objectives.  (Kerzner,  1984,  p.  4) 

Today,  DoD  further  defines  program  management  as: 


^Department  of  Defense  currently  defines  a  weapon  system 
as;  "Items  that  can  be  used  directly  by  armed  forces  to  carry 
out  combat  missions. "  (Defense  Acquisition  Acronyms  and  Terms, 
1991,  p.  B-121) 
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A  special  management  approach  used  to  provide  centralized 
authority  and  responsibility  (on  a  team  or  task- force 
basis)  for  the  primary  accomplishment  of  a  specified 
project  or  task.  This  approach  involves  the  timely 
integration  of  divergent  specialties  and  activities  into 
a  coherent,  coordinated  management  structure.  (Schmoll, 
1993,  p.  39) 

In  short,  program  management  provides  DoD  with  a  single 
point  of  contact  who  is  responsible  for  all  aspects  of  the 
program  throughout  its  life  cycle.  As  leader  of  the  program 
management  team,  the  program  manager  is  the  individual  who  is 
ultimately  responsible  for  the  successful  acquisition  of  that 
weapon  system.^  The  Department  of  Defense  divides  its 
defense  systems  acquisitions  into  four  acquisition  categories 
(ACAT  I -IV) .  Figure  1  provides  an  overview  of  the  selection 
criteria  for  each  of  these  categories. 

The  Defense  Systems  Management  College  (DSMC)  defines  a 
successful  acquisition  program  as  "...  one  that  places  a 
capable  and  supportable  weapon  in  the  hands  of  a  user  when  and 
where  it  is  needed,  and  does  so  within  affordable  resources." 
(Schmoll,  1993,  p.  4)  Although  there  is  general  consensus  on 
what  a  successful  acquisition  program  is,  there  has  been 
little  research  conducted  to  determine  what  are  the 
characteristics  of  a  successful  program  manager. 

One  of  the  most  extensive  studies  of  successful  program 
managers  was  completed  by  DSMC  in  1989.  The  DSMC  study  identified 


^Chapter  II  provides  further  information  on  the  DoD  use 
of  the  program  management  approach  in  its  weapon  systems 
procurement  process. 
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ACQUISITION  CATEGORY  SELECTION  CRITERIA 


ACAT-I  (0): 

>  Defense  Acqiisitioa  Board  review 

•  Desigialed  by  Defease  Acqiisitioi  Executive 

•  Decision  by  Defense  Acquisition  Executive 

•  ROTE  Threshold;  Grater  than  $  300  millioi 

<  Procurement  Threshold;  Grater  than  1 1.8  billion 

•  Example:  Comanche  Helicopter,  Army  Tactical 
Missile  System 

ACAT-I  (Cl: 

•  Component  (Service  Headquarter)  review 

«  Designated  by  Defense  Acqiisition  Executive 

■  Decision  by  Service  Secretary 

«  RDTE  Threshold;  Same  as  ACAT-I  (D) 

«  Procurement  Threshold;  Same  as  ACAT-I  (D) 

•  Example:  Bradley  Fighting  Vehicle  (ipgrade), 

Abrams  Tank  (upgrade) 

ACAT-II 

•  Does  not  meet  ACAT-I  criteria 

•  Designated  by  Service  Secretary 

•  Decision  by  Service  Secretary 

( ROTE  Threshold;  Grater  than  S7S  million 

•  Procurement  Threshold;  Grater  than  (300  million 

I  Example;  Armored  Gun  System,  Command  and  Control 
Vehicle 

ACAT-III 

•  Does  not  meet  ACAT-I  or  II  criteria 

•  Designated  by  Component  Acquisition  Executive 

•  Decision  at  lowest  appropriate  level 

•  Example;  High  Mobility  Muti-purpose  Wheeled  Vehicle, 
Armored  Mortar  System 

ACAT-IV 

■  All  others 

t  Designated  by  Component  Acquisition  Executive 

■  Decision  at  lowest  appropriate  level 

•  Example;  M16  Rifle,  Mine  Clearing  Line  Charge 


Flgur«  1:  Acc^lsltion  Category  Selection  Criteria. 

Source:  Schmoll,  1993,  p.  17,  and  Charles,  1993,  pp.  1-8. 
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those  characteristics  which  distinguished  outstanding  program 
managers.^  The  study  was  based  on  the  premise  that: 

The  best  way  to  find  out  what  it  takes  to  be  a  good 

program  manager  is  to  analyze  the  jobs  of  outstanding 

performers  and  identify  what  they  do  that  makes  them  so 

effective-  (Gadeken,  1909,  p.  22) 

The  DSMC  study  encompassed  50  program  managers  from  the 
Army,  Navy,  and  Air  Force.  It  developed  a  job  competency 
model  in  order  to  identify  and  evaluate  characteristics  of 
successful  program  managers.  The  study  defined  a  competency 
as  an  attribute  of  a  program  manager  that  underlies  effective 
performance.  (Cullen  and  Gadeken,  1990,  p.  1.4) 

The  DSMC  study  found  ten  conpetencies  which  were  common  to 
all  program  managers .  Additionally,  it  found  six  competencies 
which  distinguished  successful  program  managers  from  their 
peers.  (Gadeken,  1989,  pp.  22-23)  The  16  conpetencies  are: 

•  Action  Orientation  {*}* 

•  Interpersonal  Assessment  (*) 

•  Political  Awareness  (*) 

•  Relationship  Development  (*) 

•  Sense  of  Ownership/Mission  (*) 

•  Strategic  Influence  (*) 

^The  DSMC  study  used  the  nominations  of  Program  Executive 
Officers  in  selecting  "outstanding"  performers.  The  selection 
process  used  by  DSMC  to  identify  outstanding  program  managers 
is  escplained  further  in  Chapter  II. 

*  Those  competencies  which  distinguish  outstanding  from 
effective  program  managers  are  indicated  by  an  (*) . 
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•  Assertiveness 


•  Critical  Inquiry 

•  Focus  on  Excellence 

•  Iimovation/lnitiative 

•  Long-term  Perspective 

•  Managerial  Orientation 

•  Optimizing 

•  Proactive  Information  Gathering 

•  Results  Orientation 

•  Systematic  Thinking 

The  DSMC  study  found  that  there  was  a  strong  correlation 
between  how  program  managers  use  these  con^etencies  in  problem 
solving  and  whether  the  program  manager  was  seen  as  being 
successful  by  his  superiors.  Yet  the  environment  that  program 
managers  face  today  is  far  different  than  what  their 
predecessors  faced  in  the  late  1980s.  Since  the  beginning  of 
this  decade,  DoD  has  faced  budget  cuts  and  significant  force 
reductions.  Both  of  these  events  have  had  a  dramatic  effect 
on  the  environment  in  which  program  managers  currently 
operate . 

Given  these  changes  to  the  program  manager's  environment, 
are  the  conqpetencies  found  in  the  DSMC  Job  Con5)etency  Model 
still  relevant  to  the  program  managers  of  today?  If  these 
competencies  are  still  relevant,  how  does  DoD  integrate  them 
into  its  development  of  future  program  managers? 
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B.  THESIS  OBJECTIVES 

The  primary  objective  of  this  research  is  to  provide  the 
Acquisition  Corps  a  "blue  print"  of  leadership  and  managerial 
skills  needed  to  become  a  successful  program  manager. 
Additionally,  it  provides  NPS  and  DSMC  further  insight  into 
the  educational  requirements  for  future  program  managers.  By 
identifying  the  skills  which  are  most  important  to  program 
managers,  DoD  will  be  better  equipped  to  develop  future 
program  managers. 

C.  RESEARCH  QUESTIONS 

1 .  Primary 

What  characteristics  distinguish  the  Army's  best  ACAT- 
I  program  managers? 

2 .  Subsidiary 

•  To  what  extent  does  the  DSMC  coii5)etency  model  hold  true 
for  current  Army  program  managers? 

•  To  what  extent  does  the  Systems  Acquisition  Management 
curriculum  at  NPS  and  the  DSMC  Program  Management  Course 
integrate  con^etency  awareness  and  training  into  their 
respective  curricula? 

D.  SCOPE  OF  THESIS 

The  Army  uses  program  xnanagers  to  manage  the  procurement 
of  everything  from  helicopters  and  tanks  to  ammunition  and 
uniforms.  If  the  Army  is  going  to  base  its  education  and 
training  programs  of  future  major  program  managers  on  the  DSMC 
job  competency  model,  it  should  first  ensure  that  the  model  is 


6 


representative  of  the  con^etencies  used  by  its  ACAT-I  program 
managers.  This  research  is  designed  to  evaluate  the  DSMC 
model  from  the  perspective  of  the  Anry's  ACAT-I  program 
managers.  The  DSMC  study  found  that  there  were  no  significant 
differences  between  the  competencies  used  by  major  program 
managers  and  non-major  program  managers.  Additionally,  the 
DSMC  study  found  that  there  was  no  significant  difference 
between  the  corr^etencies  used  by  Army,  Navy,  or  Air  Force 
program  managers.  Yet  the  DSMC  study  drew  only  a  small 
percent  of  its  survey  population  from  major  Army  programs 
(8.0%)  .  By  focusing  on  the  Army  ACAT-I  program  managers,  this 
research  addresses  many  of  the  limitations  of  the  DSMC 
study. ^ 

E.  ORGANIZATION 

Chapter  II  estadjlishes  the  background  of  program 
management  and  an  overview  of  DoD  efforts  to  develop  a 
professional  acquisition  corps.  The  DSMC  Job  Coit5>etency  Model 
is  introduced,  evaluated,  and  the  16  DSMC  conqpetencies  are 
defined.  This  chapter  concludes  with  an  examination  of  the 
limitations  found  in  DSMC  study. 

Chapter  III  provides  an  overview  of  the  DSMC  Program 
Management  course  and  the  Systems  Acquisition  Management 
curriculvim  at  NPS. 


^Limitations  found  in  the  original  DSMC  study  are 
addressed  in  Chapter  II. 
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Chapter  IV  describes  the  methodology  used  in  validating 
the  DSMC  competency  model  and  the  selection  process  used  to 
identify  successful  program  managers.  This  chapter  will  also 
outline  the  questions  used  during  the  interviews  of  successful 
program  managers. 

Chapter  V  presents  the  statistical  results  of  this  study. 
It  compares  the  survey  results  of  successful  Program  Managers , 
Average  Program  Managers  and  acquisition  students  from  DSMC 
and  NPS.  This  chapter  also  provides  an  analysis  of  each  of 
the  program  manager  competencies  through  the  use  of  extracts 
from  interviews  with  successful  program  managers.  This 
chapter  concludes  with  an  analysis  of  how  DSMC  and  NPS 
integrate  competency  awareness  and  training  into  their 
respective  curricula. 

Chapter  VI  draws  conclusions  from  the  analysis  and 
provides  recommendations  for  the  development  of  future  program 
managers . 


II .  BACKGRODMD 


A.  AN  OVERVIEW  OF  PROGRAM  MANAGEMENT 

Over  the  past  30  years  there  has  been  a  tremendous 
increase  in  the  rate  of  change  of  technology.  These  changes 
have  placed  a  great  deal  of  stress  on  the  traditional 
organization  structure  used  in  most  corporations.  The 
inherent  bureaucracy  and  inflexibility  found  in  most 
traditional  management  approaches  has  lead  corporations  to 
search  for  a  more  responsive  management  approach.  One  of  the 
alternative  management  approaches  that  has  evolved  from  this 
need  is  program  management.  (Kerzner,  1984,  pp.  1-2) 

The  corporate  world  has  found  that  program  management 
offers  many  benefits  over  the  more  traditional  coxrporate 
organizational  structure.  The  benefits  of  program  management 
include : 

•  Identification  of  a  central  point  of  responsibility  for  a 
program,  which  allows  program  continuity  regardless  of 
personnel  turnover. 

•  Minimizes  reporting  requirements. 

•  Identification  of  time  constraints  for  scheduling. 

•  Identification  of  the  methodology  used  for  tradeoff 
analysis . 

•  Measurement  of  accoir^lishment  against  plans  cuid  schedule. 
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•  Identification  of  problems  early  so  that  corrective  action 
may  be  taken. 

•  Improved  estimating  capabilities  for  future  planning. 

•  Knowing  when  objectives  cannot  be  met  or  when  they  will  be 
exceeded.  (Kerzner,  1984,  p.  3) 


These  benefits  must  be  weighed  against  the  potential  obstacles 
of : 


•  Project  complexity 

•  Customer's  special  requirements 

•  Organizational  restricting 

•  Project  risks 

•  Changes  in  technology 

•  Forward  planning  and  pricing  (Kerzner,  1984,  p.  3) 


The  person  who  is  responsible  for  overcoming  these 
potential  obstacles  and  integrating  the  activities  of  the 
program  is  the  prograun  manager.  The  profile  of  a  prograun 
manager  can  be  defined  as: 

The  project  manager®  is  responsible  for  coordinating  and 
integrating  activities  across  multiple,  functional  lines. 

In  order  to  do  this,  the  project  manager  needs  strong 
communicative  and  interpersonal  skills,  must  be  familiar 
with  the  operations  of  each  line  organization,  and  should 
have  a  general  knowledge  of  technology  (Kerzner,  1984,  p. 

9)  . 


®  The  terms  program  management  and  pro j  ect  management  are 
used  interchangeaUaly  throughout  program  management  literature. 
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The  Department  of  Defense  further  defines  the  profile  of  a 
program  manager  as: 

...  a  leader  and  a  manager,  who  understands  the 
requirements,  environment,  organization,  activities, 
constraints,  and  motivations  impacting  on  the  program. 
The  Program  Manger  is  knowledgecible  of  and  understands  how 
to  operate  within  the  constraints  in^osed  by  the 
requirements  generating  system,  the  acquisition  management 
system,  and  the  Planning,  Programming  and  Budgeting  System 
(PPBS)  .  The  Program  Manager  coordinates  the  work  of 
defense  industry  contractors,  consultants,  in-house 
engineers,  logisticians,  contracting  officers,  and  others, 
whether  assigned  directly  to  the  program  office  or 
supporting  it  from  a  functional  matrix.  (Acquisition 
Acronyms,  1991,  pp.  B89-B90) 

In  short,  the  role  of  a  program  manager  is  to  direct  the 
development  and  production  of  a  weapon  system  within  the 
constraints  of  cost,  schedule,  and  performance.  The  program 
manager  not  only  needs  to  understand  the  technical  aspects  of 
his  program,  but  he  must  also  be  able  to  communicate  the  needs 
of  his  program  effectively  to  others.  The  program  manager's 
primary  role  is  to  "get  people  to  communicate  with  each  other 
to  achieve  a  common  understanding  of  the  needs  of  the  program 
and  their  places  in  the  total  program  effort."  (Baumgartner, 
1979,  pp.  76-77) 

One  of  the  major  challenges  facing  a  program  manager  is 

that  he  has  few  resources  that  he  can  call  his  own.  While  he 

has  some  control  over  his  program's  budget,  most  of  his 

support  staff  is  drawn  from  a  matrix  organization.  Matrix 

Management  can  be  defined  as: 

An  integrative  management  technique  for  sharing  a  common 
pool  of  specialists  on  a  full  or  part  time  basis  across 
various  projects  designed  to  bring  functional  expertise  to 
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bear  on  Issues  which  cross  organizational  boundaries  to 
enhance  more  effective  utilization  of  resources.  (MICOM 
Regulation  10-9,  1991,  p.  15) 

The  matrix  organization  is  a  hybrid  of  the  functional 

structure  and  the  product  organizational  structure.  Figure 

2  shows  a  typical  matrix  organization.  Each  program  manager 


'  —  -»  PROJECT  RESPONSIBIIITY 

in  r  p.  functional  responsibility 

Figure  2;  Pure  Matrix  Structure. 

Source:  Kerzner,  p.  110. 

reports  directly  to  a  general  manager.  The  general  manager 
entrusts  the  program  manager  with  the  authority  and  the 
responsibility  for  con^leting  the  project.  The  functional 
departments  have  the  responsibility  to  provide  the  program 
manager  with  the  technical  expertise  needed  to  con^lete  each 
program.  The  success  or  failure  of  the  program  rests  in  the 
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ability  of  the  program  manager  to  focus  the  effort  within  this 
matrix  structure  on  his  program.  The  advantages  of  using  a 
matrix  organization  are: 

•  The  project  manager  is  empowered  to  commit  con^any 
resources . 

•  The  matrix  organization  can  react  quickly  to  unscheduled 
changes  affecting  the  program. 

•  The  functional  organizations  exist  essentially  to  support 
the  project. 

•  Program  costs  are  minimized  by  sharing  key  functional 
personnel  with  other  progzams.  {Kerzner,  1984,  p.  114) 

The  Army  has  implemented  a  slightly  modified  matrix 
management  system.  Figure  3  shows  a  typical  matrix 
organization  within  the  Army.  Army  Program  Managers  work 
directly  for  their  respective  Program  Executive  Officers,  and 
receive  their  matrix  support  from  various  Major  Commodity 
Commands.  One  of  the  primary  missions  of  a  Major  Commodity 
Command  is  to  provide  matrix  support  to  program  managers.  If 
the  Major  Commodity  Command  caui  not  provide  the  required 
matrix  support,  the  program  manager  is  free  to  obtain  private 
contractor  support .  This  arrangement  allows  the  program 
manager  to  influence  the  responsiveness  of  the  matrix 
organization  through  control  of  program  management  funds.  If 
there  is  a  disagreement  between  the  progreun  manager  and  the 
matrix  organization,  the  Program  Executive  Officer  and  the 
Commanding  General  of  the  Major  Commodity  Command  will 
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PROGRAM  RESPONSIBILITY 


•  •• 


FUNCTIONAL  RESPONSIBILITY 
COMMAND  CHANNELS 
COMMUNICATION  CHANNEL 


Figure  3:  AmQr  Matrix  Management  Structure. 
Source;  COL  Gustine,  Interview,  1994. 


intervene.  The  matrix  management  system  provides  the  program 
manager  with  quality  support  at  competitive  prices.  By 
controlling  the  quality  of  his  matrix  support  personnel,  the 
program  manager  can  stabilize  the  internal  environment  of  his 
program  and  focus  his  efforts  on  the  external  environment  of 
his  program.  (MICOM  Regulation  10-9,  1991,  pp.  1-9) 

The  external  environment  of  DoD  program  managers  is  more 
complex  than  that  of  their  corporate  counterpart.  The  weapon 
systems  that  program  managers  are  responsible  for  do  not 
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evolve  in  a  vacuum.  Outside  factors  impact  cn  the  procurement 
of  weapon  systems  that  no  one  person  can  control.  These 
factors  include:  Congress,  the  Executive  Branch,  industry, 
public  opinion,  the  media,  and  even  our  allies.  Many  of 
these  factors  have  competing  interests.  These  competing 
interests  have  a  significant  impact  on  the  environment  in 
which  the  program  manager  operates.  Figure  4,  the  Tortured 
Triangle,  depicts  the  interrelationship  of  these  factors  on 
the  program  manager.  The  failure  of  the  program  manager  to  be 
aware  of  the  political  environment  may  not  only  lead  to  the 
program  being  canceled,  but  also  to  soldiers  not  receiving  the 
weapon  systems  they  need. 

B.  THE  EVOLUTION  OF  THE  DoD  ACQUISITION  PROCESS 
1.  World  War  II 

During  World  War  II,  the  defense  industry  was 
compareible  to  the  manufacturing  industry,  focusing  on 
simplicity,  reliability,  and  productivity.  Aircraft,  tanks, 
and  ships  were  produced  by  several  manufactures  using  the  same 
design.  "Mass  production  was  swift  and  dependcd)le.  Once 
production  began,  there  were  seldom  any  interruptions."  (Fox, 
1974,  p.  13)  Since  there  were  seldom  any  changes  to  weapon 
systems  once  they  were  in  production,  there  was  little  need 
for  the  centralized  approach  of  program  management. 
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The  War  Department'^  first  used  the  concept  of  program 
management  on  the  Manhattan  Project  during  World  War  II.  The 
development  of  the  atomic  bomb  required  the  Government  to 
invest  heavily  in  research,  development,  and  production  of  an 
untried  weapon  system.  In  order  to  coordinate  the 
engineering,  construction,  and  operation  of  plants  to  produce 
the  atomic  bomb,  the  War  Department  found  that  they  needed  one 
point  of  contact  to  run  the  program.  In  1942,  the  War 

^In  July  1947,  Congress  passed  the  National  Security  Act 
which  created  the  Department  of  Defense  and  placed  the  Navy 
Department,  the  War  Department,  and  the  Air  Force  under  its 
control.  (Blechman,  1993,  p.  1) 
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Department  selected  then  BG  Leslie  R.  Groves  as  its  first 
program  manager.  BG  Groves  found  that  one  of  his  primary 
responsibilities  was  to  insure  that  each  member  of  the  project 
understood  his  part  in  the  total  project  effort.  (LTG  Groves, 
1962,  pp.  ix-xiv) 

By  establishing  firm  command  channels  for  the 
Manhattan  Project,  the  War  Department  set  a  precedent  for 
giving  a  program  manager  both  the  authority  and  responsibility 
for  the  successful  development  of  a  weapon  system.  This 
precedent  has  since  become  the  cornerstone  in  the  DoD  program 
management  approach  to  weapon  systems  procurement. 

2.  Post  World  War  II 

As  weapon  systems  became  more  technologically  conplex, 
the  need  to  effectively  integrate  all  of  the  aspects  of  a 
weapon  system's  life  cycle  became  apparent.  In  order  to 
centralize  control  and  responsibility  for  procurement  of  a 
weapon  system.  Congress  enacted  the  Armed  Service  Procurement 
Act  in  1947.  This  Act  detailed  specific  procedures  for  each 
Service  to  follow  while  procuring  a  weapon  system.  It  was  the 
foundation  of  the  Armed  Services  Procurement  Regulation. 
(Defense  Seminar,  1991,  p.  A-5) 

Throughout  the  1950s  and  1960s,  the  amount  of 
regulation  and  bureaucracy  surrounding  the  procurement  process 
continued  to  grow.  The  regulations  and  bureaucracy  evolved 
because  Congress  did  not  have  confidence  in  the  DoD  ability  to 
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manage  procurement  programs.  These  congressionally  mandated 
procedures  were  designed  to  control  the  procurement  process. 
These  supplementary  control  procedures  resulted  in  a 
procurement  process  that  was  time  consuming  and  cumbersome. 
As  a  result  of  this  growing  bureaucracy,  the  DoD  procurement 
process  was  plagued  by  cost  overruns  and  long  development 
times.  By  the  end  of  the  1960s,  a  system  that  was  designed  to 
produce  a  weapon  system  in  five  years  was  micromanaged  to  the 
point  that  the  process  took  fifteen  years.  Once  the  weapon 
system  was  fielded,  the  technology  was  usually  obsolete.  As 
one  general  put  it  "The  Russians  can  steal  our  technology 
faster  than  we  can  field  it."  (Gregory,  1989,  pp.  1-7) 

3.  Calls  for  Reform  of  Acquisition  Process  (1970'1989) 
Since  the  early  1970s,  several  commissions  have  called 
for  reform  of  the  DoD  acquisition  process.  These  commissions 
concluded  that  the  acquisition  process  was  complex,  and  needed 
people  with  professional  skills  to  conduct  the  procurement 
process.  Two  of  the  most  significant  commissions  which  called 
for  procurement  reform  were  The  Commission  on  Government 
Procurement  (1970) ,  and  The  President's  Blue  Ribbon  Commission 
on  Defense  Management  (1986) . 

a.  The  CommisBion  on  Government  Procurement 

In  1970,  the  Commission  on  Government  Procurement 
was  formed  by  Congress  to  evaluate  the  Government  procurement 
process.  In  1972,  this  Commission  provided  Congress  with  149 
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recommendations  for  estedjliahing  an  integrated  system  for 
effective  management,  control,  and  operation  of  the  Federal 
procurement  process. 

The  cornerstone  of  the  Commission's 

recommendations  was  the  need  to  establish  the  Office  of 

Federal  Procurement  Policy.  This  Office  was  to  provide 

leadership  in  estcJalishing  Government -wide  procurement 

policies.  Once  the  Office  of  Federal  Procurement  Policy  was 

opened,  its  key  function  was  to  establish 

. . .  government  wide  recruitment,  training,  education,  and 
career  development  programs  to  ensure  professionalism  in 
procurement  operations  and  the  availability  of  competent 
trained  personnel.  (Page,  1980,  p.  362) 

b.  The  Prealdent's  Blue  Ribbon  ComoiBBion  on  Defense 

Management 

In  1986,  President  Reagan  established  the  Blue 
Ribbon  Commission  on  Defense  Management.  This  Commission  was 
widely  known  as  the  Packard  Commission.  The  Commission  was 
established  to  study  the  DoD  management  of  the  acquisition 
process . 

The  Packard  Commission  reported  that  the  problems 
which  plagued  the  defense  acquisition  process  "...  were  seldom 
the  result  of  fraud  or  dishonesty.  Rather  they  were 
synptomatic  of  other  underlying  problems  that  affect  the 
entire  acquisition  system."  (President's  Blue  Ribbon 
Commission,  1986,  p.  44}  It  found  that  the  underlying  problem 
with  the  acquisition  process  was  the  process  itself.  The 
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procurement  process  had  developed  into  an  increasingly 
bureaucratic  and  overregulated  process.  The  Packard 
Commission  reported  that,  con5>ared  to  civilian  industry,  the 
acquisition  workforce  was  underpaid,  inexperienced,  and 
undertrained . 

One  of  the  major  recommendations  of  this 
Commission  focused  on  the  development  of  a  professional 
acquisition  corps  for  DoD.  This  particular  recommendation  is 
shown  below: 

DoD  must  be  cUble  to  attract  and  retain  the  caliber  of 
people  necessary  for  a  quality  acquisition  program. 
Significant  inprovements  should  be  made  in  the  senior- 
level  appointment  system.  The  Secretary  of  Defense  should 
have  increased  authority  to  estcdslish  flexible  personnel 
management  policies  necessary  to  in^rove  defense 
acquisition.  Federal  regulations  should  establish 
business -related  education  and  experience  criteria  which 
will  provide  a  basis  for  the  professionalization  of  their 
career  paths.  (President's  Blue  Ribbon  Commission,  1986, 
pp.  65-66) 


C.  PROFESSIONALISM  OF  THE  ACQUISITION  WORKFORCE 

As  a  result  of  the  work  done  by  the  Commission  on 
Government  Procurement  and  the  Packard  Commission,  both  DoD 
and  Congress  have  made  concerted  efforts  to  reform  the 
acquisition  process.  Part  of  this  effort  has  focused  on  the 
development  of  a  professional  acquisition  corps. 

In  order  to  better  understand  these  reforms,  it  is 
important  to  understand  what  a  profession  is.  It  is  difficult 
to  evaluate  the  level  of  professionalism  in  the  Acquisition 
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Corps  because  professionalism  embodies  values,  motivations, 
and  attitudes  ^/hich  are  inherently  difficult  to  measure. 

Because  of  the  inherent  difficulty  in  evaluating  the  level 
of  professionalism  in  acquisition  career  fields,  efforts  have 
focused  on  developing  these  career  fields  into  a  profession. 
Sociologists  generally  view  a  profession  as  an  organized  group 
which  constantly  interacts  with  society,  and  forms  a  social 
function  through  a  network  of  formal  and  informal 
relationships.  (Pavalko,  1992,  p.  3)  To  be  considered  a 
profession,  a  field  of  study  must  have  the  following 
attributes : 

•  Body  of  Knowledge 

••  Education  and  Training 

•  Professional  Organizations 

•  Certification  or  Licensing 

•  Code  of  Ethics 

•  Social  Utility  (Investigation  Subcommittee,  1990,  p.  48) 

1.  Body  of  Knowledge 

A  profession  must  have  a  body  of  knowledge  which  is 
developed  and  maintained  through  the  application  of  systematic 
research.  This  body  of  knowledge  is  tied  to  an  academic 
curriculum,  which  is  responsible  for  the  expansion  of  this 
body  of  knowledge  through  on-going  research.  (Investigation 
Sxibcor  ittee,  1990,  p.  415) 
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2.  Education  and  Training 

A  profession  requires  an  extensive  understanding  of 
the  theories  supporting  its  body  of  knowledge.  This 
understanding  is  provided  to  the  young  professional  through 
extensive  education  and  training,  a  process  which  must 
continue  throughout  the  individual's  professional  career. 
This  is  generally  accoit^lished  by  attending  seminars, 
refresher  courses,  and  through  reading  professional  journals. 
(Investigation  Sxibcommittee,  1990,  p.  415) 

3 .  Professional  Organization 

One  of  the  in^orteuat  aspects  of  a  profession  is  the 
presence  of  a  representative  association.  Associations 
encourage  the  professional  development  of  its  members  through 
workshops,  seminars,  and  publishing  newsletters  and  journals. 
They  seek  to  promote  the  coti^)etency  of  their  members  through 
education,  certification,  and  rigorous  examination. 
(Investigation  Subcommittee,  1990,  p.  415) 

4.  Certification  or  Licensing 

Professional  associations  are  responsible  for  ensuring 
the  educational  quality  and  con?>etency  of  their  members.  One 
of  the  key  tools  availedsle  to  the  association  to  ensure  these 
standards  are  met  is  the  certification  process.  Certification 
estcLblishes  the  standards  of  expertise,  measures  )cnowledge, 
and  recognizes  the  professional  cOsility  of  the  individual. 
(Investigation  Subcommittee,  1990,  p.  415) 
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5.  Codes  of  Ethics 

Codes  of  ethics  are  based  on  a  general  concern  for  the 
public  welfare.  A  profession's  code  of  ethics  is  normally  a 
code  to  which  the  individual  swears  to  prior  to  admittance 
into  the  profession.  It  is  the  cibility  of  the  profession  to 
enforce  this  code  which  allows  the  profession  as  a  whole  to 
maintain  the  public's  tirust.  (Pavalko,  1972,  p.  10) 

€.  Social  Utility 

The  final  phase  in  the  evolutionary  transition  of  an 
occupation  into  a  profession  is  to  have  society  recognize  the 
need  for  that  profession.  (Investigation  Subcommittee,  1990, 
pp.  415-416) 

With  DoD  spending  millions  of  dollars  on  weapon  systems 
procurement  yearly,  the  need  to  have  professionals 
administering  the  procurement  process  has  been  documented.  In 
order  to  promote  the  development  of  a  professional  acquisition 
workforce.  Congress  passed  the  Defense  Acquisition  Workforce 
Improvement  Act. 

D.  THE  DEFENSE  ACQUISITION  WOSICFORCE  IMPROVEMENT  ACT  (DANIA) 

In  1990,  Congress  passed  the  most  significant  legislative 
effort  towards  professionalizing  the  acquisition  process;  the 
Defense  Acquisition  Workforce  In^rovement  Act.  The  Defense 
Acquisition  Workforce  Improvement  Act  was  designed  to 
establish  a  frcunework  which  would  provide  an  organizational 
structure  for  acquisition  personnel.  The  portions  of  DAWIA 


which  are  particularly  germane  to  this  study  include  the 
establishment  of  the  Acquisition  Corps,  qualification 
standards  for  members  of  the  Acquisition  Corps,  and  the 
establishment  of  the  Defense  Acquisition  University. 

1.  Establishment  of  the  Acquisition  Corps 

Congress  appreciated  that  the  skills  and  professional 
characteristics  needed  for  a  person  to  be  successful  in  eui 
acquisition  position  were  complex  and  demanding.  The  Defense 
Acquisition  Workforce  Improvement  Act  formally  recognized 
members  of  the  Acquisition  Corps  as  a  group  of  elite 
professionals  who  had  obtained  expertise  in  the  multi¬ 
functional  acquisition  career  field.  This  legislation 
concentrated  on  the  professionalization  of  the  workforce 
rather  than  on  the  acquisition  process.  This  legislation  was 
prepared  under  the  premise  that: 

Improving  the  quality  of  the  workforce  will  not  in  and  of 
itself  address  such  probl^ns  as  service  parochialism  and 
budget  instability.  However,  such  improvements  will 
significantly  improve  the  ability  of  personnel  to  carry 
out  the  acquisition  process.  (Congressional  Record,  1990, 
p.  H7378) 

Additionally,  this  legislation  ended  the  practice  of 
assigning  unqualified  military  personnel  from  outside  the 
acquisition  career  field  into  key  acquisition  management 
positions.  Congress  thought  it  would  be  inappropriate  to 
place  inexperienced  senior  personnel  into  an  acquisition 
supervisory  position.  All  acquisition  career  positions  would 
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now  be  filled  by  qualified  acquisition  professionals. 
(Congressional  Record,  1990,  pp.  H7378-H7382) 

2.  Qualification  Standards  and  Career  Progression 

In  an  effort  to  develop  a  more  professional 
acquisition  workforce,  DAWIA  required  DoD  to  establish  an 
acquisition  career  structure  by  1993.  This  structure 
established  qualification  standards  for  acceptance  into  the 
Acquisition  Corps  and  specific  standards  for  all  of  the 
acquisition  positions  throughout  DoD.  This  legislation 
mandated  the  following  minimum  qualifications  for  acceptance 
in  the  Acquisition  Corps: 

•  Baccalaureate  Degree  or  certification  by  the  Acquisition 
Career  Program  Board. 

•  Con^letion  of  24  semester  hours  in  business,  finance, 
quantitative  methods,  or  management  related  subjects. 

•  A  minimum  of  four  years  experience  in  acquisition  related 
positions. 

•  Hold  the  grade  of  GS-13  or  04  (Major/Lt.  Commander) . 

•  Civilian  members  of  the  Acquisition  Corps  must  sign  a 
statement  of  mobility.  (Congressional  Record,  1990,  p. 
H7384) 

The  Defense  Acquisition  Workforce  Inprovement  Act  also 
specified  additional  qualifications  for  personnel  to  be 
selected  as  a  program  manager.  These  qualifications  include: 
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•  Completion  of  the  DSMC  Program  Management  Course  or 
equivalent . 

•  A  total  of  eight  or  more  years  acquisition  related 
experience.  For  at  least  two  of  these  years  the  program 
manager  candidate  must  have  been  assigned  to  a  program 
office. 

•  Sign  a  written  agreement  to  remain  as  a  program  manager 
until  the  program  reaches  the  next  major  milestone  or  for 
four  years.  (Congressional  Record,  1990,  p.  H7384) 


These  standards  were  based  on  the  level  of  required 
education,  training,  and  experience  needed  for  each  position. 
Congress  recognized  that: 

The  only  way  to  "grow"  the  high  quality  professional 
acquisition  leaders  of  tomorrow  is  to  identify  today  the 
qualifications  and  standards  which  are  needed  so  that 
personnel  who  aspire  to  hold  those  positions  in  the  future 
have  a  clear  roadmap  as  to  the  types  of  job  experience, 
education,  and  training  they  should  strive  to  achieve  in 
order  to  be  conpetitive  for  future  acquisition  leadership 
positions.  (Congressional  Record,  1990,  p.  H7382) 

3.  Defense  Acquisition  University 

In  order  to  estcQslish  a  baseline  for  educational  cuid 
training  requirements,  DAWIA  directed  that  DoD  identify  the 
required  body  of  knowledge  needed  for  each  acquisition  and 
functional  area.  In  order  to  coordinate  these  efforts 
throughout  DoD,  DAWIA  esteUslished  the  Defense  Acquisition 
University.  This  institution  would  be  responsible  for 
coordinating  education  and  training  programs  to  support  the 
acquisition  career  fields.  Additionally,  the  Defense 
Acquisition  University  would  be  responsible  for  "research  and 
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analysis  of  defense  acquisition  policy  issues  from  an  academic 
perspective  "  (P\iblic  Law  101-510,  1990,  p.  1653) 

Through  the  DAWIA  legislation.  Congress  mandated  that  DoD 
estcLblish  a  professional  organization  that  could  effectively 
manage  the  weapon  systems  procurement  process.  By 
establishing  the  Acquisition  Corps  and  the  Defense  Acquisition 
University,  Congress  has  provided  the  building  blocks  needed 
to  ensure  that  DoD  has  professionals  managing  its  weapon 
systems  procurement  process. 

E.  THE  DSMC  JOB  CaMPETENCT  STUDY 

\s  a  result  of  DAWIA,  DoD  has  established  strict 
guidelines  for  selecting  program  managers.  The  purpose  of 
these  guidelines  is  clear;  to  select  only  those  personnel  who 
will  have  the  technical,  educational,  and  training  e3q)erience 
needed  to  succeed  as  a  program  manager.  Yet  these  standards 
cannot  guarantee  that  the  selected  personnel  will  succeed  as 
program  managers. 

In  February,  1990,  the  Defense  Systems  Management  College 
(DSMC)  released  the  results  of  a  study  entitled  A  Competency 
Model  of  Ergqram  Managers  in  the  DoD  Acquisition  Process .  The 
purpose  of  this  study  was  to  identify  those  characteristics 
which  distinguish  outstouiding  progrcun  managers.  The  Defense 
Systems  Management  College  understood  that  although  there  had 
been  a  few  highly  publicized  acquisition  programs  which  had 
failed,  most  of  the  DoD  progreun  managers  completed  their 
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programs  within  the  constraints  of  cost,  schedule,  and 

performance.  The  Defense  Systems  Management  College  based 

their  study  on  the  premise  that  the  best  way  to  prepare  future 

program  managers  was  to  develop  an  educational  curriculum 

based  on  lessons  learned  from  successful  program  managers. 

(Cullen  and  Gadeken,  1990,  p.  1.3) 

The  DSMC  study  used  a  job  conpetency  model  to  identify  and 

evaluate  characteristics  of  program  managers.  The  study 

defined  a  competency  model  as: 

A  systematic  listing  of  personal  characteristics 
associated  with  superior  performance  in  a  particular  job. 
These  personal  characteristics  or  competencies  can  be  any 
skill,  behavior,  knowledge,  motive  or  trait  that  is 
demonstrated  more  frequently  and  in  a  greater  variety  of 
situations  by  superior  performers  than  by  average 
performers  and  is  causally  related  to  effective 
performance  in  a  variety  of  job  tasks.  (Cullen  and 
Gadeken,  1990,  p.  1.3) 

The  DSMC  job  competency  model  included  the  following 
components : 


•  The  competencies  that  were  critical  for  outstanding 
performance. 

•  The  definitions  of  those  competencies  in  ternus  of  observed 
behavior . 

•  The  relationships  among  those  competencies  and  major  task 
and  activities  that  make  up  the  job.  (Cullen  and  Gadeken, 
1990,  p.  1.4) 


1.  The  Final  DSMC  Job  Coopetency  Model 

The  final  program  manager  competency  model  included 
ten  competencies  which  all  program  managers  shared. 
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Additionally,  it  included  six  competencies  which  distinguished 
the  outstanding  program  mangers  from  the  other  progrcun 
managers.  The  16  competencies  and  their  definitions  are 
listed  below;® 


•  Action  Orientation  (*)  ;  Reacts  to  problems  energetically 
and  with  a  sense  of  urgency. 

•  Interpersonal  Assessment  (*)  :  Identifies  specific 

interest,  motivations,  strength,  and  weaknesses  of  others. 

•  Political  Awareness  (*)  ;  Knows  who  influential  pic. vers 
are,  what  they  want,  and  how  best  to  work  with  them. 

•  Relationship  Development  {*)  :  Spends  time  and  energy 

getting  to  know  program  sponsors,  users,  and  contractors. 

•  Sense  of  Ownership/Mission  (*)  :  Sees  self  as  responsible 
for  the  program;  articulates  problems  or  issues  from  a 
broader  organization  or  mission  perspective. 

•  Strategic  Influence  (*) ;  Builds  coalitions  and 
orchestrates  situations  to  overcome  obstacles  and  obtain 
support . 

•  Assertiveness:  Takes  or  maintains  positions  despite 

anticipated  resistance  or  opposition  from  influential 
others . 

•  Critical  Inquiry;  Explores  critical  issues  that  are  not 
being  explicitly  addressed  by  others. 

•  Focus  on  Excellence;  Strives  for  the  highest  standards 
regardless  of  circxunstances . 

•  Innovation/Initiative:  Chait^ions  and  pushes  new  ways  of 
meeting  program  requirements. 

•  Long-term  Perspective:  Anticipates  and  plans  for  future 
issues  and  problems. 


®Those  competencies  which  distinguish  outstanding  program 
managers  are  indicated  by  (*) . 
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Gets  work  done  through  the 


•  Managerial  Orientation; 
efforts  of  others. 

•  Optimizing:  Makes  decisions  after  carefully  evaluating 
advantages  and  disadvantages. 

•  Proactive  Information  Gathering:  Systematically  collects 
and  r-jviews  information. 

•  Results  Orientation:  Evaluates  performance  in  terms  of 
accoitqplishing  specific  goals  or  meeting  specific 
standards . 

•  Systematic  Thinking:  Orgauiizes  and  analyzes  problems 

methodically.  (Cullen  and  Gadeken,  1990,  pp.  2.7  -  2.12) 


The  original  DSMC  job  coii^etency  model  includes  two 
additional  hypothesized  competencies:  Collcdsorative  Influence 
and  Directive  Influence .  These  con5>etencies  were  dropped  from 
the  final  model  because  DSMC  found  that  these  conpetencies 
were  only  marginally  significant  to  the  performance  of  program 
managers.  The  definitions  used  by  DSMC  for  these  two 
con^etencies  are  listed  below: 


•  Colleiborative  Influence:  Gains  the  support  of  others  by 
identifying  areas  of  mutual  benefit. 

•  Directive  Influence;  Uses  positional  power  or  threats  to 
achieve  outcomes.  (Cullen  and  Gadeken,  1990,  p.  2.12) 

The  16  competencies  identified  by  the  DSMC  study  have 
helped  to  identify  the  most  critical  managerial  skills  needed 
by  program  managers.  By  focusing  on  the  actual  skills  used  by 
effective  prograun  managers  and  not  postulating  on  what  these 
skills  should  be,  DSMC  has  provided  the  Acquisition  Corps  with 
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a  useful  starting  point  towards  developing  future  program 
managers . 

2.  Development  of  the  DSMC  Job  Conqpetency  Model. 

The  DSMC  used  a  four  step  approach  in  developing  its 
competency  model:  meeting  with  a  management  resource  panel, 
conducting  in-depth  interviews,  developing  the  con5)etency 
model,  and  validating  the  competency  model.  (Gadeken,  1989, 
p.  43) 

a.  HeLaagement  Reaource  Panel 

This  pcuiel  was  made  up  of  personnel  with  extensive 
program  management  experience.  These  pcUiel  members  first 
identified  key  task  and  performance  measures  for  program 
managers.  The  panel  was  then  asked  to  nominate  two  groups  of 
program  managers:  successful  prograun  managers  (top),  and  a 
group  of  effective  program  managers  (more  typical  performers)  . 
In  both  groups,  the  panel  was  allowed  to  nominate  both  prograun 
managers  and  deputy  program  managers.  The  panel  nominated  a 
total  of  50  program  and  deputy  program  managers.  These  groups 
were  later  verified  through  the  use  of  a  Prograun  Management 
and  Executive  Development  Survey.  The  demographics  of  the 
DSMC  interview  sample  population  are  shown  in  Tad>le  I. 

b.  Conducting  In-depth  Interviews 

The  interview  teaun  then  conducted  interviews  with 
program  managers  from  each  of  the  50  prograuns.  During  these 
interviews,  prograun  managers  were  asked  to  identify  job 
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TABLE  Z 

DSMC  INTERVIEW  DEMOGRAPHICS 


MAJOR 

PROGRAMS 

NON-MAJOR 

PROGRAMS 

TOTAL 

AIR  FORCE 

SUPERIOR 

3 

4 

7 

AVERAGE 

5 

4 

9 

ARMY 

SUPERIOR 

2 

2 

4 

AVERAGE 

3 

8 

11 

NAVY 

SUPERIOR 

9 

2 

11 

AVERAGE 

6 

2 

8  1 

TOTAL 

28 

22 

50  1 

Source:  Cullen  -  Gade] 

Icen,  1990, 

3.  2-6. 

situations  and  describe  in  detail  how  they  dealt  with  them, 
c.  Developing  the  Coapetency  Model 

The  interviewers,  with  the  help  of  an  outside 
consulting  firm,  analyzed  the  transcripts  from  these 
interviews  in  order  to  identify  competencies  relating  to 
outstanding  program  management.  The  transcripts  were  scored 
based  on  the  number  of  times  a  program  manger  described  the 
use  of  one  of  the  competencies  in  resolving  job  situations. 
The  results  of  the  DSMC  analysis  of  the  interview  transcripts 
are  provided  in  Table  II. 

In  analyzing  the  results  from  the  scored  interview 
transcripts,  DSMC  used  a  one  tailed  t-test.  This  test  was 
used  since  DSMC  assumed  that  the  mean  scores  for  outstanding 
program  managers  would  be  greater  than  the  scores  for  average 


32 


TABLE  IZ 

DSMC  INTERVIEW  ANALYSIS 


OUTSTANDING 
(N  «  22) 

AVERAGE 
(N  >  28} 

1 

1 

g 

STANDARD 

DEVIATION 

RANK 

ORDER 

STANDARD 

DEVIATION 

SENSE  OF 
OUNERSHIP  (*} 

D 

3.2 

3 

2.5 

4 

m 

.03 

POLITICAL 
AWARENESS  (*) 

D 

4.0 

1 

D 

3.3 

1 

Q 

.01 

RELATIONSHIP 

DEVELOPMENT 

(*> 

B 

9 

1.5 

1.4 

13 

! 

.003 

STRATEGIC 
INFLUENCE  (*) 

5.1 

m 

2 

Q 

1.9 

6 

B 

.001 

INTERPERSONAL 
ASSESSMENT  (*} 

4.1 

■■ 

6 

m 

2.3 

9 

2.3 

.01 

2.0 

1.9 

12 

1.4 

1.4 

14 

1.3 

.09 

MANAGERIAL 

ORIENTATION 

2.8 

1.7 

10 

2.2 

2.1 

7 

1.2 

D 

RESULTS 

ORIENTATION 

m 

3.5 

4 

3.2 

wm 

2 

1.2 

ns 

CRITICAL 

INQUIRY 

4.1 

mm 

5 

m 

2.6 

5 

1.4 

.08 

LONG  TERM 
PERSPECTIVE 

Q 

2.5 

11 

1.8 

1.8 

10 

1.3 

FOCUS  ON 
EXCELLENCE 

1.2 

1.8 

16 

D 

0.8 

16 

1.3 

INNOVATIVENESS 

1.6 

3.0 

15 

.06 

0.8 

15 

1.3 

IHI' 

OPTIMIZING 

1.9 

2.1 

13 

2.1 

1.9 

CO 

.29 

ns 

ACTION 

ORIENTATION 

{•) 

B 

7 

1.7 

1.9 

12 

3.5 

.001 

PROACTIVE 

INFORMATION 

GATHERING 

B 

2.8 

8 

H 

2.2 

2 

.83 

B' 

SYSTEMATIC 

jrHINKIN^^^^ 

1.7 

1  ^ 

1  ^ 

14 

1.7 

1.3 

11 

.11 

ns 

performers.  Using  this  one  tailed  t-test  as  the  basis  for 
their  data  analysis,  DSMC  found  that  there  were  six 
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competencies  that  significantly  differentiated  superior 
program  managers  from  average  program  managers.®  (Cullen  - 
Gadeken,  1990,  p.  2-11} 

d.  Validatingr  the  Coopetency  Model 

Because  the  interview  sanple  was  small  (50  program 
managers  and  deputy  program  managers) ,  DSMC  validated  its 
model  by  surveying  353  acquisition  professionals.  The  survey 
population  included  the  original  50  program  managers,  78 
additional  program  managers,  euad  225  personnel  in  other 
acquisition  related  positions.  This  survey  rec[uired 
participeuits  to  identify  the  12  most  inportant  conpetencies 
for  a  program  manager  from  a  list  of  27  conpetencies .  The 
survey  contained  the  18  conpetencies  developed  by  the 
management  resource  panel,  plus  9  socially  desirable  traits  or 
"dxxmny"  conpetencies.  The  nine  "dumny"  conpetencies  and  their 
definitions  are  listed  below: 

•  Attention  to  Detail:  Carefully  reviews  pleuis,  reports, 
etc.  to  ensure  that  they  are  conplete,  accurate,  and 
conform  to  standards. 


®The  DSMC  study  hypothesized  that  there  would  be  a 
statistical  differentiation  between  the  responses  of  superior 
and  average  program  managers.  The  study  found  that  six 
conpetencies  were  statistically  significant  below  a 
probability  of  5.0%.  This  means  that  if  there  were  no 
difference  between  the  two  groups,  the  probability  of  getting 
these  responses  from  superior  program  managers  is  5.0%.  Since 
this  is  unlikely,  DSMC  concluded  that  these  conpetencies 
differentiated  the  two  groups. 
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•  Coaches  Others:  Providing  others  with  performance 

feedback  and  suggestions  to  improve  their  caped>ilities. 

•  Creativity:  Thinking  up  novel  or  unique  ways  to  solve 
technical  or  administrative  problems  that  others  have 
difficulty  solving. 

•  Competitiveness:  Being  energized  by  direct  or  indirect 
challenge  to  own  or  work  group's  performance. 

•  Efficiency  Orientation:  Continuously  looking  for  ways  to 
cut  cost  and  complete  even  routine  tasks  more  quickly. 

•  Interpersonal  Sensitivity:  Accurately  identifying  the 
spoken  or  unspoken  feelings  of  others  and  acting 
accordingly. 

•  Positive  Expectations:  Assuming  that  others  will  perform 
effectively  if  given  the  opportunity  and  needed  resources. 

•  Professionalism:  Describing  self  as  being  seen  by  others 
as  a  technical  expert  in  one  or  more  acquisition  specialty 
areas . 

•  Self  Control:  Remaining  calm  and  unemotional  in  stressful 
situations.  (Cullen  and  Gadeken,  1990,  p.  4.3) 


The  survey  found  that  there  was  a  significant 
difference  in  how  program  managers  and  other  acquisition 
professionals  ranked  job  conpetencies .  Program  managers 
tended  to  focus  on  managing  their  external  environment,  while 
other  acquisition  professionals  focused  on  technical 
expertise.  The  results  of  the  DSMC  survey  are  shown  in  Table 
III. 


The  survey  results  were  similar  to  the  findings  of 
the  interviews.  Analysis  of  the  surveys  found  that  program 
managers  ranked  only  one  of  the  job  con^etency  model 
competencies  below  18  (Assertiveness,  rank  «  24) . 
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TABLE  III 

OSMC  SURVEY  ANALYSIS 


aiHEKACQUisrn<»( 

PBOFBSSIONAU 

(N-M) 


MANAOBBIAL  ORIENTATION 

.67 

3 

.68 

4 

KESULTS  ORIENTATION 

.57 

6 

.56 

6 

CRTnCALINQinRY 

.40 

IS 

J7 

19 

Umo  TERM  PERSPECTIVE 

.72 

2 

.72 

2 

FOCUS  ON  EXCELLENCE 

.50 

9 

.47 

9 

OmOVATIVBNESS 

45 

7 

.46 

10 

opmoziNo 

.60 

5 

.70 

3 

ACnON  ORIENTATKm 

.41 

10 

39 

IS 

PROACnVE  INFORMATION 

OATHERINO 

.45 

13 

37 

19 

ATTENTION  TO  DETAIL 

.28 

23 

.25 

23 

COLLABORATIVE  INFLUENCE 

.40 

11 

37 

17 

COACHES  OTHERS 

.47 

12 

37 

17 

CREAHVITY 

.44 

15 

33 

22 

DIRECTIVB  INFLUENCE 

.22 

26 

.24 

24 

EFFICIENCY  ORIENTATION 

.24 

25 

.24 

24 

POSmVE  EXPECTATIONS 

.38 

20 

.39 

14 

CmPEimVENESS 

.11 

27 

.10 

27 

SELF  CONTROL 

.43 

16 

.41 

13 

INTERPERSONAL  SENSITTVITY 

.29 

22 

.23 

26 

PROFESSIONALISM 

.34 

21 

.42 

12 

SYSTEMATIC  THINKINO 

35 

7 

.42 

12 
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Additionally,  the  survey  results  showed  that  none  of  the 
"dummy"  con^jetencies  were  rated  higher  than  12.  (Gadeken, 
1990,  p.  24) 

e.  Limitations  of  the  DSUC  Study 

Although  the  DSMC  study  was  broad  based; 
encompassing  prograun  mangers  from  the  Army,  Navy,  and  Air 
Force,  it  does  have  limitations.  These  limitations  are  found 
primarily  in  the  sait^le  size  of  Army  programs  used  by  DSMC. 
The  DSMC  study  interviewed  a  total  of  15  Army  program  and 
deputy  program  managers.  The  Army  currently  has  over  220 
acquisition  programs  in  various  stages  of  development  or 
production. This  means  that  the  DSMC  sample  population 
represented  only  6.8%  of  the  total  Army  acquisition  programs. 
(Designation  of  Major  Defense  Acquisition  Programs,  1993,  pp. 
1-15) 

The  second  limitation  to  the  DSMC  study  is  the 
number  of  Array  ACAT-I  (D/C)  program  meuiagers  interviewed 
during  their  research.  The  DSMC  study  interviewed  5  program 
and  deputy  program  managers  out  of  a  total  population  of  70. 
This  means  that  the  DSMC  study  only  interviewed  7.1%  of  the 
Amqr  ACAT-I  (D/C)  progrcun  and  deputy  program  managers. 


The  number  of  Army  acquisition  programs  underway  in 
1990  is  unavailable.  However,  the  1993  figure  of  220  programs 
provides  a  reasonable  lower  confidence  level  of  the  total 
number  of  Army  programs  in  1990.  It  is  unlikely  the  n\imber  of 
programs  underway  was  less  than  this  in  1990,  prior  to  the 
budget  cuts  of  the  past  few  years. 
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The  final  limitation  of  the  DSMC  study,  that  is 
germane  to  this  research,  is  that  DSMC  only  identified  four 
successful  AntQT  program  and  deputy  program  managers.  While 
the  total  number  of  successful  program  managers  is  unknown,  it 
is  difficult  to  accept  that  only  4  program  managers  were 
considered  successful  out  of  a  population  of  over  220. 

While  these  limitations  do  not  invalidate  the 
study,  they  do  show  that  further  study  is  needed  in  order  to 
verify  the  DSMC  study  results  and  expand  the  Acquisition  Corps 
body  of  knowledge.  If  the  Army  is  to  base  its  training  of 
future  program  managers  off  of  the  DSMC  job  con^jetency  model, 
it  must  first  insure  that  the  con^etencies  established  by  the 
DSMC  study  are  valid  for  Army  program  managers. 

F.  SUMMARY 

This  chapter  has  traced  the  evolution  of  program 
management  from  both  the  corporate  and  DoD  perspective. 
During  the  1970s  there  was  a  call  to  reform  the  DoD 
acquisition  process  based  on  the  recommendations  of  the 
Commission  on  Government  Procurement  and  the  Packard 
Commission.  Through  the  concerted  efforts  of  these 
Commissions  it  was  recognized  that  DoD  needed  a  professional 
acquisition  workforce.  In  1990,  Congress  passed  the  Defense 
Acquisition  Workforce  Inprovement  Act  in  an  effort  to  reform 
the  DoD  acquisition  process.  This  legislation  established 
strict  guidelines  for  selecting  members  of  the  Acquisition 
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Corps,  and  for  selecting  program  managers.  Yet  DAWIA  cannot 
guarantee  that  the  selected  personnel  will  succeed  as  progrcun 
managers . 

In  an  effort  to  understauid  what  it  takes  to  become  a 
successful  program  manager,  DSMC  conducted  a  study  of  progreun 
managers  throughout  DoD.  The  results  of  this  study  were  the 
basis  for  the  DSMC  Job  Conpetency  Model .  The  DSMC  model 
established  that  there  are  16  competencies  directly  related  to 
program  management. 

The  DSMC  study  was  broad  based,  but  the  number  of  Amy 
program  managers  studied  was  relatively  small .  Further 
research  is  needed  to  determine  if  the  DSMC  study  is  a  valid 
foundation  upon  which  to  base  the  training  of  future  Army 
program  managers. 
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III.  OVERVIEW  OF  THE  DSMC  PROGRAM  MANAGEMENT  COURSE  AND  THE 
NPS  SYSTEMS  ACQUISITION  MANAGEMENT  CURRICULUM 

A.  GENERAL 

The  Defense  Acquisition  Workforce  Improvement  Act  (DAWIA) 
of  1990  requires  that  a  member  of  the  Acquisition  Corps 
complete  the  Defense  Systems  Management  College  (DSMC)  Program 
Management  Course,  or  its  equivalent,  before  DoD  can  select 
him  as  a  program  manager.  This  chapter  provides  an  overview 
of  the  DSMC  Program  Management  Course  and  the  Systems 
Acquisition  Management  Curriculum  offered  by  the  Naval 
Postgraduate  School  (NPS) 

B.  THE  DSMC  PROGRAM  MANAGEMENT  COURSE 

1.  Overview  of  the  Program  Management  Course 

The  Program  Mcuiagement  Course  was  first  offered  by 
DSMC  in  1971.  The  Defense  Systems  Management  College 
developed  this  course  to  provide  an  advcuiced  level  of 
acquisition  management  education  for  mid- level  military 
officers  and  civilian  personnel.  The  objective  of  the  course 
is  to  develop  and  improve  the  individual's  Icnowledge  of 
program  management  and  managerial  conqpetencies  in  order  to 


^^Currently,  the  Systems  Acquisition  Management 
curricul;un  offered  by  NPS  is  the  only  con^arable  curriculum 
certified  by  the  Defense  Acquisition  University  as  meeting  the 
DAWIA  Program  Management  requirement .  (Lamm,  1994,  Interview) 
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prepare  him  to  successfully  manage  DoD  system  acquisition 
programs.  (Syllabus;  Program  Management  Course,  1993,  p.  1) 
The  Program  Management  Course  is  currently  a  20  week 
course  divided  into  two  parts. During  the  first  six  weeks 
the  curriculxim  focuses  on  providing  students  with  a  basic 
understanding  of  program  management,  the  acquisition 
processes,  and  the  overall  acquisition  environment.  During 
the  last  14  weeks  of  the  program  students  integrate  the 
knowledge  they  obtained  in  the  first  part  of  the  program  into 
a  simulated  weapons  acquisition  case.  (Cullen  and  Gadeken, 
1990,  pp.  5. 1-5. 2) 

2.  Program  Management  Course  Structure 

Throughout  the  course,  DSMC  follows  an  Instructional 
methodology  which  includes  lecture  and  discussion,  case 
studies,  practical  exercises,  simulations,  and  self  directed 
studies.  The  course  is  structured  around  12  functional  areas, 
integrated  subjects,  and  the  GRAND  SLAM  exercise.  (Syllabus; 
Program  Management  Course,  1993,  p.  2) 
a.  Functional  Areas 

The  12  functional  areas  provide  the  students  with 
a  basic  understanding  of  the  different  facets  of  the 
acquisition  body  of  knowledge.  Lectures  and  discussions  are 
used  to  provide  the  student  with  a  foundation  of  knowledge  for 


^^The  DSMC  Program  Management  Course  is  currently 
undergoing  revision  to  make  it  a  14  week  course. 
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each  of  the  12  functional  areas.  The  course  integrates  case 
studies  and  practical  exercises  to  reinforce  the  knowledge 
that  students  gained  during  the  lectures.  Each  of  the 
functional  areas  are  described  below. 

(1)  Acquisition  Policy  and  Environment.  The 
Acquisition  Policy  and  Environment  functional  area  provides  a 
basic  understanding  of  the  decision-making  process  between  the 
three  key  DoD  acquisition  participants;  DoD,  Congress,  and 
Industry.  Additionally,  this  functional  area  provides  an 
overview  of  the  program  management  environment  to  include: 
life  cycle  and  resource  allocation,  orgauiizational  and 
management  practices,  and  the  fundamentals  of  acquisition 
strategy  and  planning.  The  Program  Management  Course  provides 
17  hours  of  classroom  instruction  in  this  functional  area. 
Subjects  covered  by  this  functional  area  include: 

•  DoD  Acquisition  Management  Systems 

•  The  World  of  Defense  Systems  Acquisition  Management 

•  Acquisition  Management  Organizations  in  DoD 

•  Acquisition  Policy  Case  Study  (Syllabus;  Program 
Management  Course,  1993,  p.  3  and  p.  12) 

(2)  Contractor  Financial  Management.  The 

Contractor  Financial  Management  functional  area  is  designed  to 
allow  students  to  develop  an  understanding  of  the  contractor 
financial  management  issues  that  effect  the  working 


relationship  between  the  Government  and  industry.  The  Program 
Management  Course  provides  27  hours  of  classroom  instruction 
in  this  functional  area.  Subjects  offered  in  this  functional 
area  include: 

•  Cost  Accounting  for  Government  Contracts 

•  Financial  Analysis 

•  Detailed  Cost  Estimating 

•  Industrial  View  of  Proposal  Management  (Syllabus;  Program 
Management  Course,  1993,  p.  3  and  p.  12) 

(3)  Contract  Management.  The  Contract  Management 
functional  area  helps  students  develop  a  basic  understemding 
of  the  systems  acquisition  contracting  process.  This 
functional  area  emphasizes  the  role  of  program  management 
personnel  in  preparing  and  managing  contracts.  The  Program 
Management  Course  provides  29  hours  of  classroom  instruction 
in  this  functional  area.  Siibjects  covered  by  the  Contract 
Management  functional  area  include: 

•  Planning  For  Contracted  Activities  &  Systems  Contracting 

•  Source  Selection 

•  Contract  Administration 

•  Sxibcontract  Management  (Sylledsus;  Program  Management 
Course,  1993,  p.  3  and  p.  12) 
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(4)  Cost/Schedule  Management.  The  Cost /Schedule 
Management  functional  area  provides  students  with  the  concepts 
and  techniques  for  managing  major  acquisition  contracts  in 
terms  of  cost  and  schedule.  The  students  learn  to  assess  the 
impact  of  reported  variance  through  the  use  of  basic 
analytical  techniques.  The  Program  Management  Course  provides 
13  hours  of  classroom  instruction  in  this  functional  area. 
Subjects  included  in  this  functional  area  include; 

•  Performance  Measurement  Baseline  Management 

•  Cost/Schedule  Surveillance  Activities 

•  Analysis  of  Performance  Management 

•  Office  of  the  Secretary  of  Defense  (OSD)  Interest  in 
Performance  Management  (Syllabus;  Program  Management 
Course,  1993,  p.  3  and  p.  13) 

(5)  Funds  Management.  The  Funds  Management 
functional  area  teaches  students  how  to  effectively  estimate 
the  resources  required  for  an  acquisition  program  and 
introduces  students  to  the  Planning,  Programming,  and 
Budgeting  System  (PPBS) .  The  Program  Management  Course 
provides  32  hours  of  classroom  instruction  in  this  functional 
area.  This  functional  area  includes  the  following  subjects: 


•  Developing  Progrcun  Budget 

•  Program  Funding  Requirements  Case  Study 
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•  Cost  Analysis  of  Development  Programs 

•  Resource  Allocation  in  DoD,  Cost  Analysis  (SyllaODus; 
Progreun  Management  Course,  1993,  p.  4  and  p.  14) 

(6)  Logistics  Support.  The  Logistics  Support 
functional  area  enhances  student's  awareness  of  system 
supportcQaility  issues.  It  addresses  Integrated  Logistics 
Support  (ILS) ,  reliability,  availability,  and  maintainability 
with  regards  to  system  design.  The  Program  Management  Course 
provides  17  hours  of  classroom  instruction  in  this  functional 
area.  This  area  includes  the  following  subjects: 

•  ILS  Fundamentals 

•  ILS  in  Contracting 

•  Reliability  and  Maintainability 

•  Logistics  Support  Analysis  (Syllabus;  Prograun  Management 
Course,  1993,  p.  4  and  p.  14) 

(7)  Managerial  Development.  The  Managerial 
Development  functional  area  allows  students  to  evaluate  their 
own  managerial  competencies  which,  in  turn,  will  strengthen 
their  effectiveness  as  members  of  a  total  quality  management 
team.  This  functional  area  focuses  on  the  roles  of  hiunan 
skills,  ethical  values,  and  team  building  in  program 
management.  The  Program  Management  Course  provides  34  hours 
of  classroom  instruction  in  this  functional  area.  Subjects 
taught  in  this  functional  area  include: 
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•  Hximan  Skills  and  Program  Management 

•  Managerial  Style  and  Temperament 

•  Team  Building  I  and  II 

•  Work -Oriented  Counseling 

•  Creative  Problem  Solving  (Syllabus;  Program  Management 
Course,  1993,  p.  4  and  p.  15) 

(8)  Manufacturing  Management.  The  Manufacturing 
Management  functional  area  provides  students  with  the 
fundamental  concepts  and  management  tools  used  to  plan  for  and 
deliver  defect -free  hardware.  The  Program  Management  Course 
provides  15  hours  of  classroom  instruction  in  this  functional 
area.  Subjects  in  this  functional  area  include: 

•  Manufacturing  Management  Principles 

•  Industrial  Base 

•  Manufacturing  Product  Assurance 

•  Quality  Manufacturing  Characteristics  (Syllabus;  Program 
Management  Course,  1993,  p.  4  and  p.  15) 

(9)  Principles  of  Program  Management.  The 
Principles  of  Program  Management  functional  area  teaches 
students  how  to  effectively  apply  management  tools  and 
techniques  to  the  acc[uisition  process.  This  functional  area 
allows  students  to  integrate  the  fundamentals  of  accfuisition 
policy  in  order  to  create  their  own  acquisition  strategy  and 
program  schedule.  The  Program  Management  Course  provides  15 
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hours  of  classroom  instruction  in  this  functional  area.  This 
functional  area  includes  the  following  subjects: 

•  Program  Management  Functions 

•  Defense  Industry  Program  Management 

•  Qualitative  and  Quantitative  Problem  Solving 

•  Program  Planning  and  Control  Relationships  (Syllabus; 
Program  Management  Course,  1993,  p.  5  and  p.  16) 

(10)  Systems  Engineering.  The  Systems 

Engineering  functional  area  exposes  students  to  the  systems 
engineering  process  and  to  the  requirements  for  developing, 
producing,  and  deploying  a  system.  The  Program  Management 
Course  provides  25  hours  of  classroom  instruction  in  this 
functional  area.  Courses  in  this  functional  area  include: 

•  System  Engineering  planning 

•  Requirements  Analysis 

•  Configuration  Management 

•  Risk  Management  (Syllcd^us;  Progreun  Management  Course, 
l>^3,  p.  5  cuid  p.  16) 

(11)  Software  Management.  The  Software 
Management  functional  area  provides  students  with  a  basic 
understanding  of  the  principles  for  managing  the  development 
of  Mission  Critical  Computer  Resources  (MCCR) .  This 
functional  area  exposes  students  to  basic  computer  software 
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terminology,  DoD  policies  and  standards,  and  the  DoD  software 
development  cycle.  The  Prograuti  Management  Course  provides  17 
hours  of  classroom  instruction  in  this  functional  area. 
Siibjects  offered  under  this  functional  area  include: 

•  Introduction  to  Software  Acquisition  Management 

•  Software  and  Systems  Life  Cycle 

•  Software  Risk  Management 

•  Software  Test  aind  Evaluation  (Sylledsus;  Program  Management 
Course,  1993,  p.  5  and  p.  16) 

(12)  Teat  and  Evaluation.  The  Test  and 
Evaluation  functional  area  addresses  the  DoD  Test  and 
Evaluation  requirements  for  fielding  a  weapon  system.  This 
functional  area  provides  students  with  the  fundamentals  of  DoD 
Test  and  Evaluation  policy,  and  current  issues  that  are 
effecting  the  way  DoD  currently  conducts  testing.  The  Program 
Management  Course  provides  16  hours  of  classroom  instruction 
in  this  functional  area.  Subjects  in  this  functional  area 
include : 

•  DoD  Test  and  Evaluation  Organization 

•  DoD  Test  and  Evaluation  Policy 

•  Test  and  Evaluation  Planning 

•  Test  and  Evaluation  Master  Planning  (Syllabus;  Program 
Management  Course,  1993,  p.  5  and  p.  16) 
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b.  Integrated  Subjects 

Once  the  students  have  learned  the  fundamentals  of 
each  functional  area,  the  Program  Management  Course  combines 
these  functional  areas  through  the  use  of  integrated  subjects. 
The  case  studies  and  exercises  used  during  this  portion  of  the 
course  are  designed  to  allow  students  to  apply  the 
fundamentals  learned  in  each  of  the  functional  areas  to  a  wide 
range  of  programmatic,  political,  and  management  issues.  The 
Program  Management  Course  provides  40  hours  of  classroom 
instruction  dealing  with  integrated  subjects.  The  integrated 
subjects  portion  of  the  curriculum  includes  the  following 
subjects: 

•  Long  Lead  Item 

•  Transition  to  Production 

•  Negotiation 

•  Integrated  Management  Exercise  (Syllabus;  Program 
Management  Course,  1993,  p.  6  and  p.  14) 

c.  Grand  Slam  Exercise 

The  Grand  Slcun  Exercise  is  used  by  DSMC  as  a 
capstone  course  using  simulations.  These  simulations  allow 
the  students  to  integrate  all  of  the  functional  areas  and 
integrated  subjects  into  a  realistic  weapon  system  acquisition 
scenario.  The  students  are  required  to  manage  a  weapon  system 
from  its  inception  through  the  engineering  and  meuiufacturing 
development  phase  of  the  acquisition  life  cycle.  The  students 
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use  the  Grand  Slam  Exercise  to  put  into  practice  what  they 
have  learned  about  integrated  acquisition  management 
discipline.  Students  participate  in  a  total  of  62  hours  of 
simulated  exercises  as  part  of  the  Grand  Slam  Exercise. 
(Syllabus;  Program  Management  Course,  1993,  pp.  7-8) 

3 .  Summary  of  the  DSMC  Program  Management  Course 

The  primary  goal  of  the  Program  Management  Course  is 
to  train  middle  level  Acquisition  Corps  professionals  to 
successfully  msuiage  a  DoD  acquisition  progreun.  It  achieves 
this  goal  through  developing  the  student's  understanding  of 
the  acquisition  functional  areas,  integrated  sxibjects,  and  the 
Grand  Slam  capstone  exercise.  The  Program  Management  Course 
enphasizes  a  fundamental  knowledge  of  acquisition  management, 
while  fostering  the  individual's  cd>ility  to  make  sound 
judgment,  exercise  initiative,  and  use  common  sense.  (Ball, 
1981,  pp.  5-16) 
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C.  THE  NFS  SYSTEMS  ACQUISITION  MANAGEMENT  CURRICULUM  (816) 

1.  Ovesrvlew  of  the  Acquisition  Muageaent  Curriculim 
The  Systems  Acquisition  Management  Curriculxjm  was 

established  at  NFS  in  1992.  Its  primary  objective  is  to 
provide 

. . .  selected  officers  and  Government  civilians  an  advanced 
education  in  the  fundamental  concepts,  methodologies,  and 
analytical  techniques  necessary  for  the  management  of 
major  defense  systems.  (Systems  Acquisition  Management 
Brochure,  1992,  p.  2) 

The  816  Curriculum  is  a  21  month  course  which  culminates 
with  students  being  awarded  a  Master  of  Science  degree  in 
Management,  with  a  subspecialty  in  Systems  Acquisition 
Management.  The  816  Curricultam  offers  students  a  graduate 
course  of  study  which  is  tailored  to  Defense  acquisition 
management  and  the  fundamental  principles  needed  to  understand 
the  acquisition  environment.  The  curriculum  focuses  on 
providing  students  with  an  education  in  both  "technical  and 
management  areas  as  set  forth  in  the  Defense  Acquisition 
Workforce  Improvement  Act . "  (Memorandum;  Request  for 
Determination  Regarding  Comparcd)ility,  1991,  p.  1) 

2.  Systems  Acquisition  Management  Course  Structure 

The  Systems  Acquisition  Memagemeut  Curriculum  is 
formally  divided  into  five  areas:  fundamental  courses, 
graduate  core  courses,  graduate  subspecialty  courses, 
curriculum  options,  and  a  thesis  requirement. 
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Courses  taught  as  part  of  the  816  Curriculum  follow  an 
instructional  methodology  of  lectures  and  discussions, 
seminars,  and  simulations. 

a.  Lectures  and  Discussions 

The  majority  of  the  classes  taught  as  part  of  the 
816  Curriculum  use  a  lecture  and  discussion  format.  On 
average,  students  will  attend  over  190  hours  of  course 
lectures  during  a  quarter.  The  lecture  and  discussion  format 
provides  students  with  a  strong  foundation  of  the  individual 
svibjects.  Courses  then  use  case  studies  and  practical 
exercises  to  reinforce  the  knowledge  gained  by  students  during 
the  lectures. 

b.  Seminars 

Each  quarter,  all  of  the  816  students  are  required 
to  attend  22  hours  of  program  management  seminars.  These 
seminaries  are  designed  to  expose  students  to  the  "real  world" 
problems  found  in  the  field  of  DoD  acquisition.  The  primary 
purpose  of  these  seminars  is  to  allow  students  the  chance  to 
interact  with  senior  Government  and  industry  officials. 
Additionally,  these  seminars  facilitate  the  discussion  of 
acquisition  related  research. 

c.  Simulations 

The  Progreun  Management  Exercise  is  a  con^uter 
simulated  program  similar  to  the  Grand  Slam  exercise  taught  by 
DSMC  in  the  Program  Management  Course.  The  Program  Management 
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Exercise  is  designed  to  introduce  students  to  issues  that  are 
normally  encountered  throughout  the  life  cycle  of  an 
acquisition  progremi.  This  course  is  offered  to  students  in 
their  sixth  quarter,  and  allows  students  to  integrate  their 
knowledge  of  the  acquisition  processes  into  a  "real  world" 
scenario.  Students  receive  22  hours  of  classroom  instruction 
and  12  hours  of  computer  Isib  time  during  the  Program 
Management  Exercise. 

The  following  is  an  overview  of  the  816  Curriculum 
using  the  Program  Management  Course  structure  provided  earlier 
in  this  chapter.  (Systems  Acquisition  Management 
Curriculxun  816;  Course  Descriptions,  1993,  p.  1,  and 
Memorandum;  Request  for  Determination  Regarding  Comparability, 
1991,  Enclosure  4,  pp.  1-2) 


•  Acquisition  Policy  and  Environment.  Courses  offered  in 
this  functional  area  include:  Systems  Acquisition  and 
Project  Management,  and  Program  Management  Policy  and 
Control.  The  816  Curriculum  provides  65  hours  of 
classroom  instruction  in  this  functional  area. 

•  Contractor  Financial  Management.  The  816  curriculum 
offers  the  following  courses  under  this  functional  area: 
Financial  Management  in  the  Armed  Forces,  Management 
Accounting,  Financial  Accounting,  and  Econc^c  Decision 
Making.  The  816  Curriculxim  provides  24  hours  of  classroom 
instruction  in  this  functional  area. 

•  Contract  Management.  Courses  offered  in  this  functional 
area  include:  Contracts  Management  and  Administration, 
and  Systems  Acquisition  and  Project  Management.  The  816 
Curriculum  provides  26  hours  of  classroom  instruction  in 
this  functional  area. 


^^Courses  may  be  listed  under  more  than  one  functional 

area. 
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•  Cost/Schedule  Management.  The  816  curriculiam  offers 
several  courses  which  deal  with  this  functional  area,  they 
include:  Financial  Management  in  the  Armed  Forces,  Test 
and  Evaluation,  Program  Management  Policy  and  Control,  and 
Contracts  Management  and  Administration.  The  816 
Curriculum  provides  31  hours  of  classroom  instruction  in 
this  functional  area. 

•  Funds  Management.  Courses  offered  in  this  functional  area 
include:  Policy  Analysis,  Pxiblic  and  Budgeting,  Program 
Management  Policy  and  Control,  and  Cost  Estimation 
(optional) .  The  816  Curriculum  provides  63  hours  of 
classroom  instruction  in  this  functional  area. 

•  Logistics  Support.  Courses  offered  to  students  in  this 

functional  area  include:  Operations  Research  for 

Management,  Quality  Assurance  and  Reliability  Methods, 
Logistics  Engineering,  Program  Management  Policy  and 
Control.  The  816  Curriculxjm  provides  61  hours  of 
classroom  instruction  in  this  functional  area. 

•  Managerial  Development.  The  816  offers  the  following 
courses  in  this  functional  area:  Managerial  Communication 
Skills,  Organization  and  Management,  Management  Policy, 
Program  Management  Policy  and  Control,  Production 
Management  (optional)  ,  and  Personnel  Management  Processes 
(optional)  .  The  816  Curriculum  provides  64  hours  of 
classroom  instruction  in  this  fimctional  area. 

•  Manufacturing  Mauiagement.  Courses  offered  students  in 

this  functional  area  include:  Logistics  Engineering, 

Quality  Assurance  and  ReliedJility  Methods,  euid  Production 
Management  (optional) .  The  816  Curriculum  provides  34 
hours  of  classroom  instruction  in  this  functional  area. 

•  Principles  of  Program  Management.  The  816  curriculum 
offers  the  following  courses  in  this  functional  area: 
Systems  Acquisition  and  Project  Management,  Management 
Policy,  Program  Management  Policy  and  Control,  Operations 
Research  for  Management,  and  Statistics  for  Science  and 
Engineering.  The  816  Curriculum  provides  60  hours  of 
classroom  instruction  in  this  functional  area. 

•  Systems  Engineering.  The  816  curriculum  offers  the 

following  courses  in  this  functional  area:  Quality 

Assurance  and  RelledDllity  Methods,  Logistics  Engineering, 
Management  Information  Systems,  and  Systems  Engineering 
Management.  The  816  Curriculum  provides  69  hours  of 

classroom  instruction  in  this  functional  area. 
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•  Software  Management.  Courses  offered  in  this  functional 
area  include:  Management  Inforraation  Systems,  Software 
Acquisition  Management,  and  Software  Design  (optional) . 
The  816  Curriculum  provides  47  hours  of  classroom 
instruction  in  this  functional  area. 

•  Test  and  Evaluation.  The  816  curriculvim  offers  students 
the  following  courses  in  this  functional  area:  Test  and 
Evaluation,  Systems  Acc[uisition  and  Project  Management, 
and  Program  Management  Policy  cuid  Control.  The  816 
Curriculiom  provides  34  hours  of  classroom  instruction  in 
this  functional  area. 

•  Integrated  Subjects.  The  816  curriculum  offers  the 

following  courses  as  integrated  subjects:  Systems 

Acquisition  and  Project  Management,  Program  Management 
Policy  and  Control,  Test  and  Evaluation,  Contracts 
Management  and  Administration,  Financial  Management  in  the 
Armed  Forces,  and  Operations  Research  for  Management.  The 
816  Curriculum  provides  45  hours  of  classroom  instmiction 
on  integrated  subjects. 

In  short,  as  Dr.  Lamm  stated,  the  Systems  Acquisition 

Management  Curriculum  provides  students  with  a 

—  graduate  education  [that]  not  only  [teaches  students] 
how  to  do  something,  or  what  something  is,  but  ...  the 
reasoning  and  rationale  behind  why  something  exists  as 
well  as  the  ability  to  do  problem  solving  and  decision 
making.  (Lcunm,  1994  Interview) 
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3 .  Systems  Acquisition  Management  Conqparablllty  with  the 
Program  Mamagement  Course 

The  Defense  Acquisition  Workforce  In^rovement  Act 
recjuires  members  of  the  Acquisition  Corps  to  complete  the 
Program  Management  Course  or  its  equivalent  prior  to  being 
selected  as  a  program  manager.  Prior  to  1991,  there  were  no 
equivalent  programs  to  the  Prograun  Management  Course  which 
fulfilled  this  requirement.  On  November  8,  1991,  NPS 
submitted  a  request  that  the  Systems  Acquisition  Management 
Curriculum  be  granted  conqparcibility  to  the  Program  Management 
Course.  The  faculty  at  NPS  believed  that  the  students 
participating  in  the  816  Curricul\im  were  meeting  all  of  the 
educational  requirements  of  the  Program  Management  Course.  A 
comparison  of  the  Systems  Acquisition  Management  Curriculum 
and  the  Program  Management  Course  is  provided  in  Table  IV. 

The  NPS  Systems  Acquisition  Management  Curriculum  was 
granted  con^jaredaility  to  the  Program  Management  Course  in 
August  1992.  The  faculty  of  DSMC  and  NPS  work  together  on  a 
regular  basis  to  ensure  that  this  con^roUsility  is  maintained. 
(Lamm,  1994,  Interview) 

D.  SXnOlARY 

The  Program  Management  Course  and  the  Systems  Acquisition 
Management  Curriculum  form  the  centerpiece  of  the  Defense 
Acquisition  University's  educational  program.  They  are 
designed  to  provide  future  program  managers  with  the 


56 


TABLE  IV 

PROGRAM  MANAGEMENT  COURSE 
AND  SYSTEMS  ACQUISITION  MANAGEMENT 


COMPARISON  (1991 

DATA) 

REVIEW 

PMC 

816 

AREA 

HOURS 

HOURS 

LECTURE/SEMINAR 

471 

1,056 

WRITTEN  EXAMINATIONS 

27 

102 

THESIS 

0 

176 

COMPUTER  LITERACY 

2 

22 

INDUSTRY  PROGRAM/  MILITARY  USER 
PROGRAM/  PLANT  VISITS 

37 

154 

GUEST  LECTURERS 

15 

63 

ADMINISTRATIVE  ACTIVITIES 

64 

50 

TOTAL  HOURS 

616 

1,621 

Source:  Memorandiim;  Reques^'^o?"  Determination  Regarding 

Comparability,  1991,  Enclosure  2,  p.  1 


educational  foundation  needed  to  successfully  manage  a  Defense 
acquisition  program.  Both  curricula  focus  on  providing 
students  with  a  fundamental  knowledge  of  acquisition 
management.  Additionally,  these  programs  focus  on  developing 
each  individual's  edjility  to  Integrate  this  3aaowledge  in  order 
to  solve  the  programmatic,  political,  and  managerial  issues 
found  in  Defense  systems  acquisition. 
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VI .  METHODOLOGY 


A.  OVERVIEW 

In  developing  the  methodology  for  this  research,  four 
questions  needed  to  be  answered.  These  questions  were: 

•  How  does  one  determine  which  competencies  are  in^ortant  to 
program  managers? 

•  How  does  one  identify  successful  program  managers? 

•  How  does  one  select  program  managers  to  be  interviewed? 

•  How  does  one  evaluate  the  Army's  educational  programs  for 
future  program  managers? 

This  chapter  will  review  each  of  these  questions  in  detail. 

B.  DETERMINING  WHICH  COMPETENCIES  ARE  IMPORTANT  TO  PROGRAM 
MANAGERS 

In  developing  this  research,  the  key  question  was  how  to 
determine  the  relative  in^ortance  of  the  competencies 
established  by  the  initial  Defense  Systems  Management  College 
(DSMC)  study  to  program  managers  of  today.  Surveying  current 
Army  ACAT-I  program  managers  seemed  to  be  a  reasonedsle 
approach  toward  answering  this  question.  This  approach 
provided  data  which  reflected  the  general  level  of  awareness 
of  the  roles  that  these  competencies  play  in  program 
management.  To  gain  this  insight,  all  35  Army  ACAT-I  program 
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managers  were  asked  to  take  part  in  this  research.  Surveys 
were  mailed  to  the  34  program  managers  who  agreed  to 
participate  in  this  study. 

The  DSMC  competency  survey  was  used  as  a  foundation  for 
the  survey  administered  to  support  this  study.  The  survey 
listed  the  27  competencies  and  their  respective  definitions 
that  were  used  in  the  original  DSMC  study.  The  survey  first 
asked  the  respondents  to  select  nine  characteristics  that  they 
felt  were  most  in^ortant  to  being  an  "ideal"  program  manager. 
Second,  the  survey  asked  respondents  to  select  the  nine 
characteristics  which  they  felt  were  least  inqportant  to  being 
an  "ideal"  program  manager.  The  survey  then  asked  the 
respondents  to  select  the  six  areas  that  they  felt  additional 
education  and  training  programs  would  benefit  the  greatest 
number  of  program  mangers.  The  final  portion  of  the  survey 
was  designed  to  provide  demographic  data  on  the 
respondents . 

Prior  to  distributing  the  competency  survey,  the  original 
DSMC  competency  survey  was  administered  to  several  faculty 
members  of  the  Systems  Management  Department  of  the  Naval 
Postgraduate  School;  including  two  former  program  managers. 
As  a  final  logic  check,  the  survey  was  administered  to  five 
students  to  insure  that  the  questions  and  survey  format  were 
clear  from  a  laymen  perspective.  As  a  result  of  these  test 

^^The  job  conpetency  survey  used  to  support  this  research 
is  provided  in  Appendix  A. 
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surveys,  the  format  of  the  original  DSMC  study  was  modified  so 
that  the  competency  definitions  were  consolidated  on  one  page, 
while  the  competency  ranking  section  was  consolidated  on 
another.  This  consolidation  allowed  the  survey  recipient  to 
evaluate  each  of  the  competencies  without  having  to  go  back 
and  forth  over  a  four  page  listing  of  competencies  and  their 
respective  definitions. 

C.  IDENTIFICATION  OF  SUCCESSFUL  PROGRAM  MANAGERS 

The  next  question  was  how  to  identify  the  successful 
program  managers.  The  managerial  oversight  of  the  Army's  35 
ACAT-I  programs  are  the  responsibility  of  7  Program  Executive 
Officers  (PEO)  and  their  deputies.  In  order  to  identify 
successful  prograun  managers,  these  14  men  were  given  the 
cort5)etency  survey.  After  they  con^leted  the  survey,  they  were 
asked  to  identify  those  ACAT-I  program  managers  that  best  fit 
the  nine  most  iirportant  characteristics  that  they  selected  as 
describing  the  ideal  program  manager.  In  order  to  facilitate 
candid  responses,  the  PEOs^®  were  guaranteed  that  their 
individual  responses  would  be  kept  confidential. 

The  PEOs  were  allowed  to  nominate  as  many  program  mangers 
as  they  wished,  but  were  asked  to  be  judicious  in  their 
selection  process.  Those  program  managers  identified  by  the 


^®For  the  purposes  of  this  report,  the  term  PEO  will 
refer  to  both  the  program  executive  officers  and  their 
deputies . 
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PEOs  or  their  deputies  were  considered  to  be  successful 
program  managers  for  the  purpose  of  this  study.  Since  the 
PEOs  manage  all  of  the  Army's  ACAT-I  programs,  the  program 
managers  not  selected  formed  a  second  category  -  average 
program  managers.^® 

D.  PROGRAM  MANAGER  INTERVIEW  SELECTION 

The  next  question  was  how  to  develop  an  insight  into  how 
program  managers  use  these  con^etencies .  A  logical  approach 
to  this  problem  was  to  interview  program  managers.  Since  it 
was  infeasible  to  interview  all  of  the  ACAT-I  progreun 
managers,  it  seemed  reasonable  to  interview  those  program 
managers  who  were  nominated  by  more  than  one  PEO  or  his 
deputy.  In  order  to  keep  the  level  of  confidentiality 
promised  to  the  PEOs,  the  program  managers  were  informed  that 
they  were  selected  because  a  survey  of  PEOs  showed  that  they 
might  be  able  to  provide  some  insight  into  program  manager 
con^etencies .  The  progreun  managers  who  were  interviewed  were 
not  told  that  they  were  being  interviewed  because  they  had 
been  selected  as  successful  program  managers.  All  seven  of 
the  program  managers  who  fell  into  this  category  agreed  to  be 
interviewed. 


^^It  is  important  to  understand  that  not  being  selected 
as  a  successful  program  manager  did  not  mean  that  these 
progreun  managers  were  poor  performers.  It  was  ass  ned  that 
anyone  selected  to  become  a  progreun  manager  must  be  .  mpetent, 
and  if  he  was  not  capable  of  executing  his  mission  he  would  be 
relieved. 
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To  facilitate  the  interview  process,  a  copy  of  the 
interview  questions  were  forwarded  to  each  prograun  mauiager 
prior  to  the  interview  date.^^  The  interviews  were  conducted 
using  video  tele -conferences  and  face-to-face  interviews.  The 
interviews  were  recorded  audio -visually.  The  audio  tapes  were 
later  transcribed  to  facilitate  more  detailed  analysis.  The 
interviewees  were  asked  to  describe  how  specific  conpetencies 
have  affected  the  way  they  mamage  their  programs  in  terms  of 
the  program's  external  and  internal  environment,  as  well  as 
program  performance  and  productivity.  Additionally,  they  were 
asked  to  provide  examples  where  appropriate.  They  were  then 
asked  if  they  thought  specific  con^etencies  could  be  taught, 
or  if  they  were  inherent  skills.  The  final  portion  of  the 
interviews  allowed  the  program  managers  to  reflect  on  their 
own  careers,  and  provide  some  insight  into  what  educational 
and  job  related  e3q>eriences  were  most  helpful  in  becoming  a 
progreun  manager. 

E.  EVALUATING  EDUCATIONAL  PROGRAMS  OF  FUTURE  PROGRAM  MANAGERS 
In  evaluating  the  Arne's  education  programs  used  to 
develop  future  progreun  managers,  a  two  fold  approach  was 
needed.  First,  a  method  needed  to  be  selected  for  determining 
the  level  of  awareness  that  future  program  managers  had  in 
regards  to  the  DSMC  competencies.  Second,  a  method  for 

^"^The  questions  used  during  the  program  manager 
interviews  are  provided  in  Appendix  B. 


evaluating  the  extent  that  the  Army's  educational  system 
integrated  these  competencies  into  both  the  DSMC  Program 
Management  Course  and  the  NPS  Systems  Acquisition  Management 
curricula  was  needed. 

The  awareness  level  of  future  program  managers  was 
measured  using  the  same  competency  survey  administered  to 
program  itanagers  and  the  PEOs.  The  competency  survey  was 
administered  to  the  49  Systems  Acquisition  Management  students 
at  NPS,  and  the  123  Army  students  currently  enrolled  in  the 
DSMC  Program  Management  Course. 

The  evaluation  of  the  extent  of  competency  integration  at 
NPS  was  done  using  a  Delphi  process  which  drew  on  the 
educational  experiences  of  seven  students.^®  This  approach 
seemed  appropriate  because  it  allowed  the  NPS  curriculum  to  be 
evaluated  by  the  students  who  had  taken  the  courses  and  not 
the  faculty  which  had  developed  the  course.  This  non¬ 
attribution  approach  lead  to  a  series  of  free  flowing 
discussions  in  which  each  of  the  core  curriculum  courses  were 
evaluated  in  light  of  the  DSMC  competencies.  Students  only 
evaluated  the  courses  which  they  had  taken.  Since  many  of  the 
curriculum  options  had  not  been  taken  by  more  then  one  member 
of  the  Delphi  panel,  it  was  decided  to  limit  the  scope  of  the 


^®The  Delphi  panel  used  to  evaluate  the  NPS  Systems 
Acquisition  Management  currlculxim  consisted  of  two  students  in 
their  seventh  quarter,  three  students  in  their  fifth  quarter, 
and  two  students  in  their  third  quarter. 
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panel's  work  to  the  core  curriculiam  courses  offered  under  the 
Systems  Acquisition  Management  curriculum. 

The  evaluation  of  the  Program  Management  Course  was  based 
on  the  results  of  the  research  conducted  in  support  of  the 
original  DSMC  competency  study.  Since  there  have  been  no 
significant  changes  in  the  DSMC  curriculum  to  date,  this 
seemed  to  be  a  logical  approach.  The  original  DSMC  study 
reviewed  the  lectures,  cases  studies,  scenarios,  and  video 
tapes  used  throughout  the  course.  The  results  of  the  DSMC 
curriculum  review  will  be  presented  in  Chapter  V. 

F.  SXnOSARY 

This  study  uses  the  DSMC  competency  survey  as  a 
foundation.  The  DSMC  survey  lists  27  coirpetencies  and  their 
respective  definitions.  Respondents  were  asked  to  select  nine 
of  the  most  important  conpetencies  for  cm  ideal  program 
manager,  and  nine  of  the  least  important. 

During  the  field  research  for  this  study.  Program 
Executive  Officers  and  their  deputies  were  surveyed,  and  asked 
to  nominate  successful  program  managers.  Subsec^iently,  the 
survey  was  administered  to  program  mcmagers ,  students  enrolled 
in  the  DSMC  Program  Management  Course,  and  students  from  the 
NPS  Systems  Acquisition  Management  Curriculum.  After  the 
surveys  were  completed,  successful  program  managers  were 
interviewed  in  order  to  gather  further  insight  into  the  key 
program  manager  competencies. 
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V.  ANALYSIS  AND  DISCUSSION 


A.  OVERVIEW 

This  chapter  will  present  the  results  of  the  Program 
Manager  Con5)etency  Survey.  The  first  section  will  present  the 
survey  demographics.  The  next  section  will  discuss  the 
conpetencies  of  the  "ideal"  program  manager.  The  remainder  of 
this  chapter  will  review  the  acquisition  students'  responses 
to  the  survey,  developmental  areas  for  future  program 
managers,  and  an  evaluation  of  DSMC  and  NPS  cd>ility  to 
integrate  these  con^etencies  into  their  respective  curricula. 

B.  SURVEY  DEMOGRAPHICS 

The  Program  Manager  Conpetency  Survey  was  one  of  the  key 
research  tools  used  to  support  this  study.  It  was  given  to 
Progrcun  Executive  Officers,  Program  Managers,  euid  acquisition 
students.  The  survey  was  administered  to  over  220  acquisition 
personnel  with  axi  80%  response  rate.  Table  V  shows  the  nvunber 
of  individuals  surveyed  by  survey  category,  euid  their 
respective  response  rates. 

Initially,  the  Program  Manager  Competency  Survey  was 
administered  to  Array  Program  Executive  Officers  and  their 
deputies.  These  individuals  were  asked  to  Identify  those 
program  managers  who  they  thought  best  fit  the  con^etencies 
that  they  had  identified  as  being  most  iii5>ortant  to  "ideal" 
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TABLE  V 

PROGRAM  MANAGER  COMPETENCY  SURVEY  DEMOGRAPHICS 


SAMPLE 

NUMBER  OF 

PERCENT  OF 

POPULATION 

RESPONSES 

RESPONSES 

PROGRAM  EXECUTIVE 
OFFICERS 

14 

12 

86% 

PROGRAM  MANAGERS 

34 

25 

74% 

ACQUISITION 

STUDENTS 

174 

140 

80% 

TOTAL 

222 

177 

80% 

program  managers.  They  selected  18  of  the  34  Army  Program 
Managers  as  being  successful  and  16  program  managers  as 
average.  Of  the  25  program  managers  who  responded  to  the 
survey,  11  were  successful  and  14  were  average. 

Based  on  the  results  of  the  Program  Manager  Con^etency 
Survey,  the  typical  Army  program  manager  is  a  male,  has  12 
years  of  acquisition  related  experience,  and  holds  the  rank  of 
Colonel  in  the  U.S.  Army.  The  typical  program  manager  has 
served  as  a  product  manager  for  two  years,  and  worked  on  a 
program  manager's  staff  for  three  years.  He  has  an 
undergraduate  degree  in  engineering,  and  a  graduate  degree  in 
engineering  or  business.  Additionally,  he  has  attended  the 
DSMC  Program  Management  Course  and  the  DSMC  Executive 
Refresher  Course. 

C.  "IDEAL”  PROGRAM  MANAGER  COMPETENCIES 

The  Program  Manager  Conpetency  Survey  asked  each 
respondent  to  review  the  27  competencies  from  the  original 
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DSMC  survey.  They  were  asked  to  select  the  nine  most 
iniportant  characteristics  of  the  "ideal"  program  manager,  and 
the  nine  least  important  characteristics.  In  euialyzing  the 
data  from  the  surveys,  the  following  weights  were  applied  to 
each  response: 

•  Most  Important  Characteristic  «  3 

•  Iir5>ortant  Characteristic  =  2 

•  Least  Important  Characteristic  =  1 

Based  on  these  weighted  data,  a  mean  interval  scale  was 
developed.  This  interval  scale  is  shown  in  Figure  5.  Those 
con^etencies  with  a  mean  score  of  2.33  or  higher  were 
identified  as  being  eimong  the  most  important  competencies  for 
an  "ideal"  program  manager.  Those  conpetencies  with  a  mean 
score  of  1.66  or  less  were  identified  as  being  among  the  least 
important  conpetencies  of  an  "ideal"  program  manager.^® 
Figure  5  reflects  several  significant  results  of  the  Program 
Manager  Cortpetency  Survey. 

1.  Core  Program  Manager  Coopetenciea 

Of  the  original  16  program  manager  coirpetencies 
identified  in  the  DSMC  study,  13  vrere  rated  by  both  successful 
and  average  progreun  managers  as  being  inportant  or  most 

^®Successful  and  Average  program  manager  data  from  the 
Program  Manager  Competency  Survey  data  are  presented  in 
Appendix  C. 
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SUCCESSFUL 
PROGRAM  MANAGERS 


AVERAGE 

PROGRAM  MANAGERS 


COACHES  OTHERS 


SENSE  OF  OHrNERSHIP 
10N6  TERM  FERSPECTiVE 


FOCUS  ON  EXCELLENCE 
PROFESSIONALISM  ^ 
STHMEGIC  (NfLUCNCE 
CRITICAL  INQUIRY 


ATTENTION  TO  OESLILI 
OPTIMIZINQ  r 


COMPETITIVENESS 


POLITICAL  MVLIENESS 


^P.VJtlCAL  AMRENESS 


SENSE  OF  OIVNERSHIP  | 


RELATIONSHIP  DEVELOPMENT 
SELF  CONTROL 
RESULTS  ORIENTED 
INNOtMTIVENESa 


-MOST  IMPORTANT  CHARACTERISTICS- 


Ih 


!h 


MANA6EIIIA1  ORIENWtON  PERSPICTIVt  •• 

CAEKriVITY 
ACTION  ORIENTEO 

PomTivT  RCLAJIOH5HIP  DEVELOPMENT 

POSITIVE  EXPECWlONS  PROFESSIONALISM 

PROACTIVE  IHrORtAATION  CATHERINC 

.  COACHES  OTHERS  L. 

COLIABOIATIVE  INFLUENCE  P 

SYSTEMATIC  THINKING 
INTEIPERSOMAL  SENSITIVITY 
PROACTIVE  INFORMATION  GATHERING 

POSITIVE  EXPECKTION. 

INTEIPERSONAL  ASSESSMENT 

CRITICAL  IHOUIRY  ■ 

-LEAST  IMPORTANT  CHARACTERISTICS- 

n  INTERPERSONAL  ASSESSMENT  » 

ASSERTIVENESS  V 

COllABORMIVE  INPLUERCI 


—  EFFICIENCY  ORIENTEO 


DIRECTIVE  influence 


intenpersonal  sensitivity-^ 


IINOWTIVENESS 
IMANAGERIAl  ORIENTATION 


FOCUS  ON  EXCELLENCE 
RESULTS  ORIENTEO 
CREATIVITY 
ATTENTION  TO  OE-MIl 
OPTIMIZING 
ACTION  ORIENTED 


SELF  CONTROL 
ASSERTIVENESS 


—  STRATEGIC  INFLUENCE 


COMPETITIVENESS 
EFFIPENCY  ORIENTEO 
DIREaiVE  INFLUENCE 


Figure  5;  Program  Manager  Con5)etency  Interval  Scale. 


inqportant  characteristics  of  the  "ideal"  program  manager. 
These  conpetencies  include: 


•  Political  Awareness 

•  Relationship  Development 

•  Results  Oriented 

•  Innovativeness 

•  Sense  of  Ownership 

•  Long  Term  Perspective 
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•  Managerial  Orientation 

•  Action  Oriented 

•  Focus  on  Excellence 

•  Strategic  Influence 

•  Critical  Inquiry 

•  Systematic  Thinking 

•  Proactive  Information  Gathering 

2.  Successful  Program  Manager  Competencies 

Two  of  the  competencies  listed  above.  Developing 
Relationships  cuid  Results  Oriented,  were  listed  as  being  among 
the  most  important  conpetencies  by  successful  program  mcmagers 
and  as  inportant  conpetencies  by  average  program  managers. 
Additionally,  two  of  the  nine  "dummy"  competencies  used  in 
original  DSMC  survey  were  rated  by  successful  program  mcmagers 
as  being  among  the  most  inportant  conpetencies.  These  "dumn^” 
conpetencies  were: 

•  Coaches  Others 

•  Self  Control 

The  remaining  seven  "dumn^r"  conpetencies  were  rated  by 
successful  and  average  program  managers  as  among  the  important 
or  least  inportant  characteristics  of  an  "ideal"  program 
manager.  Finally,  1  of  the  original  16  conpetencies. 
Interpersonal  Assessment,  was  rated  by  successful  program 
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managers  as  being  an  important  characteristic,  but  was  rated 
by  average  program  managers  as  being  among  the  least 
important.  The  ranking  of  these  competencies  by  successful 
program  managers  in  a  category  higher  then  they  were  ranked  by 
average  program  managers  indicates  that  these  coitqpetencies 
seem  to  distinguish  outstanding  program  managers. 

3.  Least  Is^ortant  Con^etencles 

Two  of  the  original  16  program  manager's  competencies 
were  rated  by  successful  program  managers  as  being  among  the 
least  in^jortant  characteristics,  while  the  average  program 
managers  rated  these  competencies  as  important.  These 
conpetencies  are  listed  below: 

•  Optimizing 

•  Assertiveness 

While  the  interval  ranking  of  Assertiveness  is 
consistent  with  the  findings  of  the  original  DSMC  study,  the 
interval  ranking  of  Optimizing  is  significantly  lower. The 
reasons  for  these  low  rankings  will  be  discussed  later  in  this 
chapter . 


^°In  the  original  DSMC  survey  Assertiveness  was  ranked 
24th  out  of  27  competencies,  and  Optimizing  was  rated  5th  out 
of  27  coitqpetencies .  (Cullen  and  Gadeken,  1990,  p.  4.8) 
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D.  REVISED  PROGRAM  MANAGER  JOB  COMPETENCY  MODEL 

These  results  indicate  that  all  program  managers  share  11 
of  the  original  DSMC  competencies.  Additionally,  there  are 
five  cortpetencies  which  seem  to  distinguish  outstanding 
program  managers  from  the  other  program  managers.  Of  these 
five  competencies,  three  were  from  the  original  DSMC 
competency  model,  and  two  were  from  the  DSMC  "dummj  " 
conpetencies .  Based  on  this  evaluation,  the  16  conpetencies 
of  the  program  manager's  job  conpetency  model  are  listed 
below: 

•  Political  Awareness 

•  Coaches  Others  (*)^^ 

•  Relationship  Development  (*) 

•  Self  Control  (*) 

•  Results  Oriented  (*) 

•  Innovativeness 

•  Sense  of  Ownership 

•  Long  Term  Perspective 

•  Managerial  Orientation 

•  Action  Oriented 

•  Focus  on  Excellence 

•  Strategic  Influence 

•  Critical  Inquiry 

^^Those  conpetencies  which  distinguish  outstanding 
program  managers  are  indicated  by  an  (*) . 
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•  Systematic  Thinking 

•  Proactive  Information  Gathering 

•  Interpersonal  Assessment  {*) 

Based  on  the  data  obtained  from  both  successful  and  average 
program  managers,  it  is  these  con^jetencies  which  distinguish 
the  Army's  best  major  program  acquisition  managers. 

E.  EVALUATION  OF  PROGRAM  MANAGER  COMPETENCIES 

In  order  to  gain  further  insight  into  why  these 
competencies  were  ranked  the  way  they  were,  interviews  were 
conducted  with  the  seven  successful  program  managers  who  were 
selected  by  more  thaji  one  Program  Executive  Officer.  This 
section  will  examine  each  of  these  competencies  in  light  of 
those  interviews. 

1.  Political  Awareness 

For  the  purpose  of  this  study.  Political  Awareness  was 
defined  as:  Knows  who  influential  players  are,  what  they 
want,  and  how  best  to  work  with  them.  Both  successful  and 
average  program  managers  rated  this  competency  as  being  among 
the  most  important. 

The  program  managers  interviewed  agreed  that  politics 
affect  every  aspect  of  a  program.  Whether  this  is  right  or 
wrong,  it  is  the  environment  in  which  program  managers  must 
operate.  As  one  program  manger  put  it: 
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If  you  are  not  politically  astute  about  the  Pentagon, 
Congress,  or  other  Government  agencies,  you  will  never 
understand  their  agenda,  your  program  will  fail,  and  you 
will  never  know  why  it  failed. 

All  of  the  Army's  major  acquisition  programs  will  have 
political  support  from  both  inside  and  outside  of  the  Amy. 
It  is  essential  that  progrcun  managers  know  where  that  support 
is,  as  well  as  where  it  is  not. 

Program  managers  learn  very  quickly  how  politically 
sensitive  their  programs  are.  It  is  important  for  a  new 
program  manager  to  understand  that  trade-offs  have  been  made 
at  the  Army,  DoD,  and  Congressional  levels  just  to  keep  their 
program  viable.  As  one  program  manager  stated:  "You  may  have 
to  concede  many  times  on  small  issues  just  to  keep  your 
program  alive;  lose  the  battle  to  win  the  war." 

2 .  Developing  Relationships 

The  Program  Manager  Competency  Survey  defined 
Developing  Relationships  as  follows:  Spends  time  and  energy- 
getting  to  know  program  sponsors,  users,  and  contractors. 
Developing  Relationships  was  rated  among  the  most  irrportant 
competencies  by  successful  program  managers,  and  as  an 
important  competency  by  average  program  managers. 

A  program  manager  has  daily  interfaces  with  a  variety 
of  people  from  outside  his  organization.  Each  of  these  people 
will  have  their  own  agenda,  priorities,  and  resource 
constraints.  To  be  successful,  a  program  manager  must  be  eOsle 
"...to  pick  up  a  phone,  explain  what  [he]  needs  done,  and 
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because  of  the  relationship  [he  has]  established  with  these 
folks,  have  them  respond." 

The  program  managers  that  were  interviewed  stressed 

that  building  relationships  does  not  happen  overnight.  A 

program  manager  must  take  the  time  to  visit  and  cultivate  both 

old  and  new  relationships  with  key  personnel  affecting  their 

program.  These  key  personnel  include  people  from  the 

Pentagon,  the  test  coinmunity,  contractors,  and  most 

importantly  the  user.  Many  program  managers  stated  that  they 

were  aUale  to  get  "work-arounds"  approved,  dol'^ars 

reprogrammed,  and  schedules  moved  up,  just  by  working  the 

relationships  that  they  had  estciblished  with  these  various 

agencies.  As  one  program  manager  stated: 

This  may  sound  like  the  "good -old -boy"  network,  which  it 
is,  but  the  Army  is  personnel  and  staff  intensive,  so 
interpersonal  relationships,  the  ability  to  work  with 
others,  is  a  must. 

3 .  Results  Oriented 

The  Program  Management  Competency  Survey  defined 
Results  Oriented  as:  Evaluates  perfornance  in  terms  of 

accomplishing  specific  goals  or  meeting  specific  standards . 
Results  Oriented  was  rated  among  the  most  inportant 
competencies  by  successful  program  managers,  and  as  an 
important  competency  by  average  program  managers. 

During  the  interviews ,  program  managers  explained  that 
one  of  the  most  important  parts  of  their  job  was  making  their 
program  work  and  getting  it  fielded.  As  one  program  manager 
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stated;  "Everything  you  do  [as  a  program  manager]  has  got  to 
be  focused  on  results,  results,  results."  To  get  a  program 
fielded,  program  managers  must  "put  marks  on  the  wall," 
otherwise,  events  will  dictate  the  course  of  the  program.  A 
major  problem  faced  by  program  managers  today  is  that  the  Army 
tends  to 

....  sit  around  during  program  reviews,  reviewing  papers 
and  briefing  slides  rather  than  putting  the  system  out 
into  the  field  with  the  right  soldiers  and  putting  it 
through  its  rigors. 

By  focusing  on  results,  the  prograun  manager  has  a  way  of 
setting  priorities  and  measuring  the  results  of  his  program 
against  a  specific  standard. 

4 .  Innovativeness 

The  Program  Manager  Competency  Survey  defined 
innovativeness  as;  Chaiipions  and  pushes  new  ways  of  meeting 
program  requirements.  Both  successful  and  average  program 
managers  rated  this  competency  as  one  of  the  most  inqportant 
ones . 

During  the  interview  process ,  several  progreun  managers 
stated  that  there  were  no  cookbook  answers  in  the  acquisitic 
business,  and  that  if  there  were,  the  Army  wouldn't  need  them. 
The  program  mangers  agreed  that  they  were  hired  to  "manage 
unique  situations  effectively."  One  program  manager  related 
the  following  example; 

I  had  a  critical  component,  called  a  transceiver,  that  I 
knew  was  high  risk.  I  decided  to  have  two  different 
companies  develop  two  different  technologies  to  solve  the 
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problem.  In  the  course  of  a  year,  I  had  cost  overruns 
with  both  of  them,  and  neither  part  worked.  Now  the 
textbook  said  I  should  have  been  successful  because  I  went 
to  two  competing  vendors,  and  used  two  separate 
technologies  to  develop  a  high  risk  component.  I  failed. 
Now  what?  We  took  the  parts  that  worked  from  one  vendor 
and  combined  them  with  the  parts  from  the  other  vendor  and 
we  went  into  co- development .  Five  years  ago,  both 
companies  would  have  told  us  to  "pound  sand."  But  we  used 
the  fact  that  the  defense  industrial  base  was  declining  to 
convince  the  two  companies  that  half  [a  defense  contract] 
was  better  than  nothing.  The  bottom  line;  it  worked. 

It  is  important  for  program  managers  to  remember  that 
the  solution  that  worked  yesterday  may  not  work  tomorrow. 
Even  if  you  have  the  same  set  of  circumstances,  the  varicdsles 
will  be  different.  What  worked  on  Program  "X"  may  not  work  on 
Program  "Y" .  The  primary  responsibility  of  the  program 
manager  is  to  find  out  what  will  work,  euid  do  it. 

5.  Sense  Of  Ownership/Mlsslon 

The  Program  Manager  Conpetency  Survey  defined  Sense 
of  Ownership  as;  Sees  self  as  responsible  for  the  program; 
articulates  problems  or  issues  from  a  broader  organizational 
or  mission  perspective.  Sense  of  Ownership  was  rated  as  an 
important  competency  by  successful  program  mcuiagers ,  and  among 
the  most  important  competency  by  average  program  managers. 

Sense  of  Ownership  is  important  from  the  perspective 

that  one  of  the  primary  roles  of  the  program  manager  is  to  be 

his  program's  number  one  advocate  and  cheerleader.  One 

program  manager  put  it  this  way; 

If  a  program  manager  is  not  out  there  leading  the  charge 
for  his  system,  then  he  is  probcU^ly  doing  a  disservice  to 
the  tcupayer  and  the  soldier. 
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The  environment  that  program  managers  face  today  Is  one  that 
is  focused  on  the  budget.  If  the  program  manager  is  not  a 
strong  advocate  for  his  program,  then  "other  people  will  suck 
[his]  budget  monies  away." 

A  negative  aspect  of  this  competency  is  that  Sense  of 
Ownership  might  iir5)ly,  to  some  people,  that  the  program  is 
personally  the  program  manager's.  This  is  a  misconception 
that  may  lead  to  serious  misunderstcuidings  when  dealing  with 
other  agencies  and  Congress.  A  program  manager  should  never 
become  personally  attached  to  his  program.  He  must  keep  the 
attitude  that  "...  if  the  Army  says  that  they  don't  want  the 
program,  I,  personally,  don't  want  it."  This  allows  him  to 
estcQslish  the  credibility  of  his  program  based  on  its 
capabilities  without  others  viewing  his  actions  as  personal  or 
vindictive. 

So  the  program  manager  must  be  committed  to  selling  the 
Army's  progrcun,  not  his  personal  program.  In  today's  budget 
environment ,  if  the  program  manager  does  not  have  ownership  of 
the  Army's  progreun,  he  will  not  be  able  to  build  enough 
support  to  get  the  program  fielded. 

6.  Long  Term  Perspective 

The  Program  Manager  Con^etency  Survey  defined  Long 
Term  Perspective  as:  Anticipates  and  plans  for  future  issues 
and  problems.  Both  successful  and  average  program  managers 
rated  this  competc-ncy  as  being  inportant. 
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During  the  interview  process,  most  program  managers 
agreed  that  the  most  commonly  used  tool  for  focusing  on  a  Long 
Term  Perspective  was  the  DoD  six  year  budget  process.  In 
February  of  1994,  program  managers  were  trying  to  influence 
budgets  for  1996  through  the  year  2000.  One  program  manager 
stated  that : 

If  I  had  a  [financial]  problem  today  I  couldn't  fix  it  in 
1994  if  my  life  depended  on  it,  without  severe  turbulence, 
because  I  don't  have  the  money  to  do  it.  The  1995  budget 

is  essentially  locked  _  it  would  take  a  miracle  to 

change  it  now.  So  1996  is  your  first  year  to  intact. 
Without  a  long  term  perspective  I  can't  do  that. 

According  to  current  program  managers,  what 
distinguishes  a  program  manager  from  his  peers  is  his  ability 
to  identify  a  crisis  that  will  not  occur  until  two  years  from 
now.  Successful  program  managers  must  be  able  to  shape  events 
so  that  the  crisis  is  manageaUsle  when  it  does  occur. 

7 .  Managerial  Orientation 

The  Program  Manager  Competency  Study  defined 
Managerial  Orientation  as:  Gets  work  done  through  the  efforts 
of  others.  Managerial  Orientation  was  rated  as  an  inportant 
coir5)etency  by  successful  program  managers,  and  among  the  most 
important  competencies  by  average  program  managers. 

Program  managers  don't  have  time  to  do  everything 
themselves,  and  many  felt  that  their  subordinates  can  do  many 
specific  tasks  better  than  they  can.  They  felt  that  their  job 
was  to  "steer  the  ship,"  keep  their  action  officers  "heading 
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and  then  enpowering  their 


in  the  right  direction, " 
siibordinates  to  conplete  the  mission. 

One  of  the  key  aspects  of  Managerial  Orientation  is  that 
it  forces  program  managers  to  take  the  time  to  understand  the 
strengths  and  wealcnesses  of  their  personnel .  By  understanding 
his  sxibordinates  capcJsilities,  the  program  manager  is  ed>le  to 
place  those  personnel  into  positions  that  maximize  their 
strengths  and  minimize  their  weaknesses.  By  enpowering  their 
subordinates  to  accomplish  specific  missions,  the  program 
manager  has  the  time  to  focus  his  efforts  on  resolving  the 
major  problems  before  they  become  crises. 

Several  of  the  program  managers  stated  that  they  had 
seen  their  peers  fall  into  the  trap  of  doing  a  minor  task 
themselves  because  they  thought  they  could  do  it  better  than 
their  sxibordinates  could.  This  typically  resulted  in  the 
subordinates  turning  to  the  program  manager  to  solve  all  of 
their  problems,  rather  then  solving  them  on  their  own.  If  a 
program  manager  spends  his  time  doing  tasks  that  other  people 
can  do  for  him,  he  will  not  have  the  time  to  manage  his 
overall  progreun. 

8 .  Action  Oriented 

The  Program  Manager  Competency  Survey  defined  Action 
Oriented  as;  Reacts  to  problems  energetically  and  with  a 
s<  -ise  of  urgency.  Both  successful  and  average  program 
ir  agers  rated  this  competency  as  being  important. 
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Many  of  the  program  managers  that  were  interviewed 
felt  that  their  program's  performance  was  directly  tied  to  how 
action  oriented  they  are.  To  quote  one  program  manager;  "You 
don't  need  me  if  I'm  not  action  oriented,  because  I'm  paid  to 
respond  to  a  crisis."  The  very  nature  of  the  program  manager 
job  means  that  he  must  deal  with  crisis  on  a  day-to-day  basis. 

Most  of  the  exan^les  cited  by  program  nanagers 
concerning  this  competency  focused  on  dealing  with  crises 
which  pertained  to  the  progreun's  budget.  One  progreun  manager 
put  it  this  way; 

When  the  Pentagon  calls  and  says  that  you  have  two  hours 
for  an  answer,  they  are  not  throwing  "wolf  bait".  You 
have  got  two  hours  to  get  them  an  answer  before  the  window 
of  opportunity  closes.  If  you  don't  respond,  you  have 
just  lost  the  battle.  Battles  which  normally  equate  to 
money . 

The  budget  cycle  is  an  ongoing  process .  Program  Managers  must 
ensure  their  personnel  are  anticipating  problems  emd 
developing  solutions  before  those  problems  become  a  crisis. 
As  one  program  manager  stated;  "You  cannot  sit  back  and  wait 
for  a  problem  to  fall  on  your  desk.  If  you  do,  you  don't 
belong  in  a  program  office." 

9.  Focus  On  Excellence 

The  Program  Mauiager  Coirpetency  Survey  defined  Focus  on 
Excellence  as;  Strives  for  the  highest  standards  regardless 
of  circumstance.  Both  successful  and  average  program  managers 
rated  this  competency  as  being  important. 
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Each  program  manager  establishes  certain  standards  for 
meeting  his  program  requirements.  These  standards  are 
developed  within  the  constraints  of  cost,  schedule  and 
performance.  Every  decision  made  by  the  program  manager  is  a 
trade-off.  The  program  manager's  task  is  to  set  the  highest 
standards  he  can  within  that  trade-off  environment. 

Many  of  the  program  managers  felt  that  it  was  easy  for 
people  to  say  that  they  focus  on  excellence,  but  it  was  much 
harder  to  actually  do  it.  The  problem  is  that  the  world 
assumes  there  are  excellent  solutions  to  each  set  of  problems. 
As  one  program  manager  stated:  "I've  never  been  in  a 
situation  in  this  business  where  there  was  an  excellent 
solution.  Everything  is  a  trade-off."  So  program  managers 
strive  to  provide  the  user  and  the  taxpayer  with  the  best 
product  he  can  within  the  constraints  of  his  program.  To 
achieve  these  goals  they  focus  their  efforts  on  achieving  as 
much  as  they  can  in  terms  of  technical  performance  within  the 
constraints  of  cost  and  schedule. 

10 .  Strategic  Influence 

The  Program  Manager  Coirpetency  Survey  defined 
Strategic  Influence  as:  Builds  coalitions  and  orchestrates 
situations  to  overcome  obstacles  and  obtain  support.  Both 
successful  and  average  program  managers  rated  this  competency 
as  being  important. 
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strategic  Influence  plays  an  in^ortant  role  in  the 
external  environment  of  a  program.  It  affects  how  a  program 
is  funded,  staffed,  and  fielded.  One  progra  manager 
esqjlained  it  this  way: 

In  this  command,  everything  is  based  upon  interpersonal 
relationships.  If  [Tom]  gives  me  a  staff  engineer  to 
solve  my  problem,  there  will  be  a  time  when  [Tom]  needs 
something  from  me.  I  need  to  be  able  to  influence  him. 

A  program  manager  is  not  a  strategic  influence  because 
he's  a  program  manager,  other  than  the  fact  that  he  holds 
the  money.  He's  a  strategic  influence  because  he's 
respected  and  he  knows  what  he's  doing. 

Program  Managers  must  learn  right  from  the  start  that 

they  can  not  get  their  program  fielded  by  themselves.  They 

must  be  able  to  build  coalitions  and  partnerships,  and  be  able 

to  effectively  use  them  to  weigh  in  for  their  program  when  the 

time  comes.  The  program  manager's  eOaility  to  build  these 

coalitions  will  be  tied  to  his  ability  to  relate  to  people  on 

a  personal  and  professional  basis.  One  program  manager  said 

that  the  key  to  building  effective  coalitions  was  to 

.  .  .  come  across  as  a  sincere  and  honest  person,  yet 

willing  to  stand  up  for  what  you  think  is  right,  then  they 
will  probably  be  willing  to  conpromise  if  you  don't  have 
a  dogmatic  approach  to  things. 

11.  Critical  Inquiry 

The  Program  Manager  Con^etency  Survey  defined  Critical 
Inquiry  as:  Explores  critical  issues  that  are  not  being 

explicitly  addressed  by  others.  Both  successful  and  average 
prograim  managers  rated  this  conqoetency  as  being  iirportant. 
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The  program  manager  is  responsible  for  understanding 
the  political  environment  within  which  his  program  exists. 
His  skill  in  understanding  other  people's  agendas,  building 
coalitions,  and  getting  his  program  fielded  depends  on  his 
ability  to  ask  the  hard  questions  "up  front  and  early."  It  is 
this  Critical  Inquiry,  asking  the  "what  if"  questions,  that 
allows  the  program  manager  to  discover  the  rationale  behind 
certain  answers.  It  is  often  the  case  that  the  program 
manager  can  gain  more  insight  from  understanding  a  rationale 
than  from  the  answer  itself. 

12 .  Systematic  Thinking 

The  Program  Manager  Con5>etency  Survey  defined 
Systematic  Thinking  as:  Organizes  and  analyzes  problems 
methodically.  Both  successful  and  average  program  managers 
rated  this  conpetency  as  being  important. 

The  acquisition  of  a  major  weapon  system  is  a  conplex 
process.  The  program  msuiager  must  not  only  coordinate  the 
program  through  the  phase  that  it  is  in  now,  but  also  plan  for 
the  program's  growth  throughout  its  life- cycle.  The  program 
manager  must  be  cdsle  to  methodically  lay  out  a  plan  that  will 
allow  the  program  to  get  through  a  particular  event  as  well  as 
future  events. 

One  program  manager  discussed  how  he  had  an  outside 
contractor  develop  an  automated  project  management  support 
system  for  his  progreun  office.  The  system  was  based  on  inputs 


from  both  his  system  and  functional  managers.  When  a  new 
problem  arose  the  program  manager  forced  his  program  office  to 
lay  out  the  solution  on  paper.  This  esteiblished  milestones 
for  all  of  the  activities  that  needed  to  happen  in  order  to 
solve  a  particular  problem.  These  milestones  were  placed  into 
the  database  and  used  for  subsequent  tracking.  This 
methodology  allowed  the  program  manager  to  track  multiple 
events  and  manage  his  program  without  "losing  the  bubble." 

13.  Proactive  Information  Gathering 

The  Program  Management  Competency  Survey  defined 
Proactive  Information  Gathering  as:  Systematically  collects 
and  reviews  information.  Both  successful  and  average  program 
managers  rated  this  competency  as  being  inportant. 

Most  of  the  program  managers  agreed  that  proactive 
information  gathering  was  an  iu^ortant  part  of  being  a 
successful  program  manager.  Very  few  people  are  willing  to 
come  up  and  tell  you  that  they  have  a  problem.  When  something 
goes  wrong,  people  will  tend  to  "sit  on  the  news,  trying  to 
make  it  better,  or  hoping  the  bad  news  will  go  away."  It  is 
up  to  the  program  manager  and  his  staff  to  track  their 
milestones  and  go  out  regularly  and  ask  people  how  they  are 
progressing  to  meet  those  milestones.  Only  by  asking  the 
tough  questions  does  the  program  manager  find  out  that  he 
might  miss  a  milestone  before  it  is  too  late.  One  of  the 
program  managers  put  it  this  way; 
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If  a  program  manger  is  not  proactive,  he  cannot  get  his 
job  done.  A  program  manager  that  is  not  out  finding  his 
problems  is  in  the  reaction  mode.  If  I  am  reacting  to  a 
problem,  it  means  t's  already  here.  Already  here  means 
I  better  have  the  financial  cdjility  to  do  it,  which  means 
it's  too  late.  If  I'm  reacting  to  a  problem  it  means  that 
it's  probably  already  over  my  head. 

In  short,  an  effective  program  manager  must  find  out  about 

problems  before  they  happen. 

14 .  Interpersonal  Assessment 

The  Program  Manager  Competency  Survey  defined 

Interpersonal  Assessment  as:  Identifies  specific  interests, 

motivations,  strengths  and  weaknesses  of  others. 

Interpersonal  Assessment  was  rated  as  being  important  by 

successful  program  managers  and  among  the  least  important 

competencies  by  average  program  managers. 

Program  managers  must  be  cognizant  of  their  own 

strengths  and  weaknesses  as  well  as  those  of  their 

sxibordinates .  One  progrgun  manager  stated  that  the  reason  he 

hired  a  specific  deputy  was  to  balance  his  own  weaknesses. 

I  am  weak  in  program  management,  budgeting,  cost 
estimating  and  contract  negotiating.  He  is  an  expert  in 
those  areas.  This  balances  my  own  management  style  of 
management  by  walking  around. 

By  understanding  his  subordinate's  capcdsilities,  the  program 
manager  will  be  better  ahle  to  manage  his  program.  He  will 
understand  when  to  "get  out  of  their  way"  and  when  they  are  in 
danger  of  "focusing  on  a  few  trees  in  the  forest."  In  short 
interpersonal  assessment  is  the  ability  to  "understand  and 
work  with  people." 
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15 .  Self  Control 


The  Program  Manager  Competency  Survey  defined  Self 
Control  as :  Remaining  calm  and  unemotional  in  stressful 
situations.  Self  Control  was  one  of  the  two  "dummy" 
characteristics  that  was  rated  among  the  most  important 
competencies  by  successful  program  managers,  and  as  an 
important  competency  by  average  program  managers. 

Several  of  the  program  managers  that  were  interviewed 
said  that  they  knew  program  managers  who  were  "screamers"  and 
who  got  angry  very  quickly.  While  this  may  work  in  the  short 
term,  those  program  managers  will  never  be  able  to  count  on 
those  people  to  "bend  over  backwards  for  them  in  the  long 
term. "  Most  program  managers  agreed  that  there  is  nothing 
wrong  with  losing  your  temper  as  long  as  you  understand 
beforehand  the  consequences  of  that  action.  As  one  program 
manager  stated:  "There's  nothing  wrong  with  appearing  to  be 
upset,  so  long  as  you're  not."  Sometimes  it  is  inportant  for 
the  progrcun  manager  to  get  emotional  about  something  just  to 
convey  a  sense  of  urgency.  The  key  to  Self  Control  is 
understanding  that  when  the  program  manager  becomes  an 
"screamer, "  he  knows  that  he  is  acting. 

16 .  Coaches  Others 

The  Progreun  Management  Competency  Survey  defined 
Coaches  Others  as:  Providing  others  with  performance  feedback 
and  suggestions  to  improve  their  capabilities .  Coaches  Others 


was  the  other  "dijinn^"  characteristic  that  was  rated  among  the 
most  important  con^etencies  by  successful  program  managers, 
and  as  an  iit5)ortant  competency  by  average  program  managers. 

As  the  Acquisition  Corps  grows  into  a  profession,  the 
ability  of  junior  officers  to  learn  from  their  superiors  will 
help  them  avoid  many  of  the  mistakes  of  the  past.  If  program 
managers  do  not  train  the  people  who  will  one  day  fill  their 
positions,  they  are  doing  a  disservice  to  the  Acquisition 
Corps,  the  tcoq>ayer,  and  the  soldier.  As  one  program  manager 
stated  about  one  of  his  junior  officers;  "This  guy  is  going  to 
be  a  program  manager  one  day;  it's  job  to  coach  him  and  let 
him  develop  to  his  potential . " 

17 .  Optimizing 

The  Program  Manager  Con^etency  Survey  defined 
Optimizing  as:  Makes  decisions  after  carefully  evaluating 
advantages  and  disadvantages.  Optimizing  was  rated  as  being 
among  the  least  important  coic^etencies  by  successful  program 
managers,  and  as  being  an  important  competency  by  average 
program  managers. 

Program  managers  evaluate  advantages,  disadvantages, 
and  alternatives  every  time  they  review  a  production  quality 
issue.  On  one  side  of  the  issue  are  the  "engineer"  types  who 
want  a  "six  sigma  proof  that  the  item  will  not  fail."  On  the 
other  side  of  the  issue  are  the  budget  personnel  who  say  that 
the  program  just  doesn't  have  the  funding  to  make  those 
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changes.  It  is  the  prograim  manager's  responsibility  to 
evaluate  those  trade-offs  and  make  the  hard  decisions. 

While  most  program  managers  acknowledged  that 
Optimizing  was  an  important  conpetency,  they  felt  that  it  was 
impossible  to  achieve  an  optimal  solution  to  any  problem.  A 
program  manager  can  prioritize  solutions,  but  he  can  never 
really  optimize  all  of  the  aspects  of  his  program. 

The  acquisition  process  is  essentially  based  on  three 
fundamental  components:  cost,  schedule,  and  performance.  The 
program  managers  that  were  interviewed  felt  that  there  was  no 
way  that  a  program  could  maximize  all  three .  Program  managers 
are  constantly  required  to  make  trade  off  decisions  between 
cost,  schedule,  and  performance.  The  program  manager  is 
responsible  for  determining  when  his  program  is  "good  enough." 
The  only  thing  that  is  certain  is  that  when  a  decision  is  made 
it  will  not  be  the  optimal  solution.  Instead,  that  decision 
will  be  the  best  he  can  do  given  his  resource  constraints. 

18.  Assertiveness 

The  Program  Manager  Competency  Survey  defined 
Assertiveness  as:  Takes  or  maintains  positions  despite 
anticipated  resistance  or  opposition  from  influential  others. 
Assertiveness  was  rated  being  among  the  least  in^ortant 
competencies  by  successful  program  managers,  and  as  being  an 
important  conpetency  by  average  program  managers. 


88 


Most  program  managers  agreed  that  it  was  good  to  be 
able  to  forcefully  state  their  position,  but  in  the  face  of 
opposition  you  must  be  willing  to  back  off.  To  quote  one 
program  manager:  "The  person  who  stands  there  fighting  is 
doomed  to  lose.  There  is  just  too  much  you  don't  know." 

Program  managers  must  deal  with  a  multitude  of  Federal 
agencies  to  get  their  program  fielded  -  each  with  their  own 
agendas.  Program  managers  must  be  tactful  when  they  are 
asserting  their  position.  A  program  manager  who  makes 
aggressive  threats  "may  win  the  current  battle,  but  he  will 
probably  lose  the  war." 

A  major  criticism  of  program  managers  in  general  is 
that  they  are  seen  by  "outsiders"  as  having  natural  biases 
towards  their  program.  Their  "positions  are  taJcen  with 
blinders  on  and  [they]  may  not  understand  the  big  picture." 
Program  managers  must  be  able  to  understand  that  they  may  not 
have  all  of  the  answers.  If  an  estpert  in  a  given  field  tells 
a  program  manager  that  he  is  "dead  wrong, "  and  the  program 
manager  continues  to  push  the  issue,  he  will  probedjly  lose  his 
credibility.  The  program  manager  must  be  able  to  choose  his 
battles  if  his  program  is  going  to  survive. 

F.  COMPETENCT  AWAEENESS  OF  FUTURE  PROGRAM  MANAGERS 

In  order  to  determine  the  level  of  awareness  of  future 
program  managers  with  regards  to  the  DSMC  competencies,  the 
Program  Manager  Conpetency  Survey  was  administered  to  students 
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enrolled  in  the  DSMC  Program  Management  Course  and  the  NPS 
Systems  Acquisition  Management  curriculum.  Of  the  123 
students  surveyed  in  the  Program  Management  Course,  113 
responded.  Of  the  49  students  surveyed  in  the  Systems 
Acquisition  Management  curriculum,  25  responded.  The  data 
from  these  surveyed  were  scored  in  the  same  manner  as  the  data 
from  the  successful  and  average  program  managers  were 
scored. The  survey  results  from  the  acquisition  students 
were  then  compared  with  the  survey  results  of  the  successful 
program  managers.  A  comparison  of  results  of  these  two  survey 
populations  are  presented  in  Figure  6. 

Figure  6  reflects  two  significant  results  of  an  analysis 
of  the  data  collected  from  successful  program  managers  and 
acquisition  students.  First,  both  the  successful  program 
managers  and  the  acquisition  students  rated  14  of  the  original 
DSMC  competencies  as  being  among  the  inportant  or  most 
important  characteristics  of  an  "ideal"  program  manager. 
These  competencies  included; 

•  Political  Awareness 

•  Relationship  Development 

•  Results  Oriented 

•  Innovativeness 

•  Sense  of  Ownership 

^^Acquisition  student  data  from  the  Program  Manager 
Competency  Survey  are  presented  in  Appendix  C. 
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SUCCESSFUL 
PROGRAM  MANAGERS 


ACQUISITION 

STUDENTS 


POLITICAL  AMLRENESS 


I^POLITICAl  4MRENCSS 


COACHES  OTHERS 


LONG  TERM  PERSPECTIVE  ^  I 


SENSE  OF  OIMNER8HIP  I 
lONG  TERM  PERSPECTIVE  I 


FOCUS  ON  EXCELLENCE 
PROFESSIONALISM 
STRATEGIC  INFLUENCE 
CRITICAL  INQUIRT 


ATTENTION  TO  OETAILl 
OPTIMIZING! 


RELPTIONSMIP  DEVELOPMENT 
SELF  CONTROL  . 

RESULTS  ORIENTED  / 

INNOWIVENESS  H 


MOST  IMPORTANT  CHARACTERISTICS-- 


MANM5ERIAL  ORIENTATION 
CREATIVITY 
ACTION  ORIENTED 
R03ITIVE  EXPECTATIONS 


•SENSE  OF  OWNERSHIP 


FOCUS  ON  EXCEllENCE 
JMANAGERIAL  ORIENTATION 

Minnowtiveness 


PROFESSIONALISM- 


STSTEMATIC  THINKING* 


ImOFTIMIZING 

« strategic  influence 


SYSTEMATIC  THINKING  f«0«TlVK  INFORMATION  GATHERING- 
INTERFERSOHAL  sensitivity  ACTION  ORIENTED-* 

PROACTIVE  INFORMATION  GATFIERING  po3|jn,(  EXFECWlONS  — 

I  — INTERPERSONAL  ASSESSMENT  'NTENPENSONAL  ASKKMENT  — 

EFFICIENa  ORIENTED  — 

—  LEAST  IMPORTANT  CHARACTERISTICS - 


N  ASSERTIVENESS 
COLLABORATIVE 


COLLABORATIVE  INFLUENCE 


I— EFFICIENCY  ORIENTED 


COMFETITIVENESSwl 


—COACHES  OTHERS 

•  COLLABORMIVE  INFLUENCE 

■  ASSERTIVENESS 
I  CRITICAL  INQUIRY 
H  ATTENTION  TO  DETAIL 
I  SELF  CONTROL 


INTERPERSONAL  SENSITIVITY  — 


■  •.DIRECTIVE  INFLUENCE 


COMPETITIVENESS  — 


I  — DIRECTIVE  INFLUENCE 


Figure  6:  Coir^arlson  o£  Successful  Program  Manager 

Con^etencies  with  Acquisition  Student  Con^etencies . 


e  Long  Term  Perspective 

•  Managerial  Orientation 

•  Action  Oriented 

•  Focus  on  Excellence 

•  Strategic  Influence 

•  Critical  Inquiry 

•  Systematic  Thinking 

•  Proactive  Information  Gathering 
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•  Interpersonal  Assessment 


Second,  both  of  the  two  "dummy"  competencies  that  successful 
program  managers  rated  as  being  among  the  most  important 
characteristics  of  the  "ideal"  program  managers  were  rated  by 
acquisition  students  as  being  iirportant. 

These  results  indicate  that  the  acquisition  student's 
level  of  awareness,  with  regards  to  the  relative  importance  of 
these  competencies,  is  consistent  with  that  of  the  successful 
program  managers. 

6.  DEVELOPMENT  AREAS  FOR  PROGRAM  MANAGERS 

The  data  regarding  development  areas  for  program  managers, 
obtained  from  the  Program  Managers  Con^etency  Survey,  show  a 
high  degree  of  consistency  between  the  responses  of  program 
managers  and  acquisition  students. Survey  respondents  were 
asked  to  identify  the  six  conpetencies  that  they  felt  that 
additional  education  and  training  programs  would  benefit  the 
greatest  number  of  program  managers.  Of  the  27  cortqpetencies 
listed,  program  managers  and  acquisition  students  rated  25 
con^etencies  within  10%  of  each  other. 

The  most  significant  finding  from  this  survey  data  was  in 
the  area  of  Political  Awareness.  Over  50%  of  the  program 
managers  and  acquisition  students  thought  that  most  program 

^^The  Development  areas  from  program  managers  data  are 
presented  in  Appendix  C. 
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managers  would  benefit  from  more  education  and  training  in  the 
area  of  Political  Awareness.  This  was  the  only  competency  in 
either  survey  population  to  be  selected  by  over  50%  of  the 
respondents.  These  results  indicate  that  acquisition  students 
need  more  than  just  a  foundation  in  the  study  of  Political 
Awareness.  While  the  study  of  Political  Awareness  is 
integrated  into  both  DSMC  and  NPS  acquisition  curricula,  it 
should  be  reinforced  through  on- the -job -training  of  the 
individual . 

During  the  interview  process ,  program  managers  stated  that 
the  fundamentals  of  political  awareness  should  be  taught  in  an 
educational  environment.  However,  further  development  of  the 
junior  acquisition  officer's  understanding  of  Political 
Awareness  should  come  in  the  form  of  professional  development 
instruction  by  the  program  manager.  The  program  managers  are 
people  who  have  concrete  exan:5)les  illustrating  what  happens  to 
program  managers  who  understand,  or  failed  to  understand,  his 
political  environment.  These  "real  world"  examples  are  far 
more  likely  to  have  a  positive  intact  on  a  junior  officer  than 
a  classroom  decision  based  on  case  studies. 

This  is  not  to  say  that  the  classroom  serves  no  purpose  in 
developing  future  program  managers.  It  is  from  the 
educational  environment  that  members  of  the  Acquisition  Corps 
obtain  the  fundamental  body  of  knowledge  from  which  to  build 
on. 
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B.  CCaiPETENCY  AWARENESS  INTEGRATION  BY  DSMC  AND  NFS 

The  fundamental  body  of  knowledge  for  the  acc[uisition 
profession  is  provided  to  members  of  the  Acquisition  Corps 
through  programs  offered  by  DSMC  and  NFS.  Overall,  both  the 
Program  Management  Course  and  the  Systems  Acquisition 
Management  curriculum  adequately  integrate  the  competencies 
identified  in  this  chapter  into  their  respective  curricula. 

1.  Conqpetency  Awareness  Integration  by  NFS 

An  analysis  of  the  NFS  Systems  Acquisition  Management 
curriculum  of  the  eleven  core  competencies  across  function 
areas  revealed  that  each  competency  is  reviewed  in  at  least 
two  functional  areas  and  eight  are  covered  in  four  or  more 
functional  areas. This  broad  base  approach  allows  students 
to  understand  each  of  these  competencies  through  multiple 
perspectives.  By  using  a  multi-faceted  approach,  the  NFS 
curriculum  provides  students  with  a  basic  understanding  of  the 
roles  that  these  cortpetencies  play  in  the  DoD  procurement 
process . 

While  the  educational  emphasis  of  these  core 
conpetencies  are  distributed  adequately  across  functional 
areas  by  NFS,  the  five  competencies  that  distinguished 
successful  progrcun  managers  are  not.  In  the  Systems 
Acquisition  Management  Curriculum,  only  two  of  the  five 

^^Corr^jetencies  across  functional  area  data  for  the 
Systems  Acquisition  Management  curriculum  is  presented  in 
Appendix  C. 
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competencies.  Relationship  Development  and  Results  Oriented, 
are  integrated  in  three  or  more  functional  areas.  The 
remaining  three  competencies  (Coaches  Others,  Self  Control, 
and  Interpersonal  Assessment)  are  integrated  into  two 
functional  areas.  These  results  show  that  the  majority  of  the 
con^etencies  that  distinguish  successful  program  managers  are 
being  integrated  into  less  than  17%  of  the  functional  areas. 

2.  Cos^etency  Awareness  Integration  by  DSMC 

The  original  DSMC  study  found  that  the  lecture  and 
discussion  methodology  used  in  presenting  functional  area 
lessons  provided  students  with  "almost  no  opportunity  to 
reinforce  or  enhance  the  program  manager  competencies . " 
(Cullen  &  Gadeken,  1990,  p.  5.5)  However,  the  use  of  case 
studies  in  both  functional  areas  and  integrated  subjects  did 
provide  students  with  many  opportunities  to  examine  these 
competencies  by  addressing  the  problems  and  situations 
presented  in  the  individual  cases.  The  DSMC  study  also  found 
that  the  Grand  Slam  exercises  were  very  effective  in 
reinforcing  the  in^jortance  of  these  competencies  through  the 
use  of  scenarios.  (Cullen  and  Gadeken,  1990,  pp.  5.5  -  5.10) 
It  is  difficult  to  empirically  evaluate  the  extent  to 
which  Prograun  Manager  Competencies  are  being  taught  to  DSMC 
students  because  an  evaluation  of  the  Program  Manager 
Conpetencies  across  functional  areas  has  not  been  conducted 
for  the  Program  Management  Course.  However,  it  seems  logical 
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to  assume  that  students  enrolled  in  the  Program  Management 
Course  are  receiving  less  en^hasis  on  these  competencies  than 
their  NPS  counterparts.^®  Therefore,  neither  curricula  are 
providing  acquisition  students  with  an  adequate  level  of 
awareness  regarding  the  relative  importance  of  those 
competencies  that  distinguish  successful  program  managers. 

I.  SUMMARY 

The  data  obtained  from  the  Program  Manager  Corrpetency 
Survey  and  the  interviews  of  successful  program  managers  have 
revealed  three  points  of  interest.  First,  the  original  DSMC 
competencies  are,  for  the  most  part,  still  reflective  of  the 
competencies  found  in  program  managers  today.  Second,  the 
acquisition  students  of  today  have  a  well  founded  level  of 
awareness  as  to  the  relative  level  of  inportance  of  each  of 
these  competencies.  Finally,  both  DSMC  and  NPS  are  providing 
students  with  an  adequate  foundation  towards  understanding  how 
the  core  competencies  relate  to  program  management,  but  need 
to  place  more  enphasis  on  those  conpetencies  that  distinguish 
successful  program  managers .  Since  the  educational  curricula 
of  NPS  and  DSMC  are  partially  based  on  functional  areas  rather 
than  on  conpetencies ,  any  changes  in  these  curricula  could 


^®This  assumption  is  based  on  an  evaluation  of  the  nximber 
of  classroom  hours  spent  in  each  functional  area.  On  average, 
the  Systems  Acquisition  Management  curriculum  spends  twice  the 
amount  of  classroom  hours  in  each  functional  area  as  the 
Program  Management  Course  does. 
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inadvertently  lower  the  amount  of  instruction  offered  for  a 
given  con^etency. 
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VI.  CONCLUSIONS  AND  RECOMMENDATIONS 


A.  OVERVIEW 

As  Stated  in  Chapter  II,  the  primary  role  of  an  Army  ACAT- 
I  program  manager  is  to  direct  the  development  and  production 
of  a  weapon  system  within  the  constraints  of  cost,  schedule, 
and  performance.  In  order  to  successfully  accomplish  this, 
the  program  manager  must  exhibit  certain  coit^etencies.  His 
ability  to  integrate  these  competencies  into  the  management  of 
his  progrcun  plays  an  important  part  in  the  success  of  that 
program, 

B.  CONCLUSIONS 

1.  General  Conclusions 

This  study  has  validated  14  of  the  original  16 
competencies  identified  in  the  DSMC  Job  Conpetency  Model  for 
ACAT-I  program  managers.  These  competencies  are: 

•  Political  Awareness 

e  Relationship  Development  {*)^® 
e  Results  Oriented  (*) 
e  Innovativeness 

•  Sense  of  Ownership 


^®(*)  Identifies  those  coitpetencies  that  distinguish 
successful  program  managers.  Those  conpetencies  not 
identified  with  an  (*)  are  considered  to  be  core  competencies. 
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•  Long  Term  Perspective 

•  Managerial  Orientation 

•  Action  Oriented 

•  Focus  on  Excellence 

•  Strategic  Influence 

•  Critical  Inquiry 

•  Systematic  Thinking 

•  Proactive  Information  Gathering 

•  Interpersonal  Assessment  {*) 

Eleven  of  these  competencies  were  identified  by  both 
successful  and  average  program  managers  as  being  among  the 
most  iitqportant  or  important  competencies  for  the  "ideal" 
prograun  manager.  Based  on  the  results  of  this  study  and  the 
original  DSMC  study  these  11  con^etencies  can  be  categorized 
as  the  core  competencies  for  Army  prograun  managers.  As  a 
minimum,  any  educational  or  training  program  of  future  program 
managers  must  be  based,  at  least  in  part,  on  these 
conpetencies . 

2 .  Specific  Conclusions 

a.  Coa^tencieB  of  Successful  Program  Maaagers 

This  study  addressed  the  primary  research 
question:  What  characteristics  distinguish  the  Amy's  best 

ACAT-I  program  managers? 
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By  surveying  the  Army's  ACAT-I  program  managers, 
this  study  has  identified  five  competencies  that  distinguish 
successful  program  managers .  Three  of  these  competencies  were 
from  the  original  DSMC  Job  Competency  Model.  These 
competencies  are: 

•  Relationship  Development  (*) 

•  Results  Oriented  (*) 

•  Interpersonal  Assessment  {*) 

The  two  additional  competencies,  identified  by  the  DSMC  study 
as  "dummy”  competencies,  are: 

•  Coaches  Others  (*) 

•  Self  Control  (*) 

Why  these  two  "dummy"  competencies  are  more  important  to 
successful  program  managers  today  then  they  were  five  years 
ago  is  a  matter  for  speculation. 

In  the  original  DSMC  study,  "Coaches  Others"  and 
"Self  Control"  were  ranked  12th  and  16th  out  of  the  27 
competencies  respectively.  It  could  be  argued  that  the 
relative  increase  in  importance  of  the  "Coaches  Others" 
competency  is  a  direct  result  of  the  establishment  of  the  Army 
Acquisition  Corps.  Prior  to  the  Army  Acquisition  Corps, 
career  advancement  of  junior  officers  was  mostly  tied  to  their 
performance  in  their  basic  branch  (e.g.  Armor,  Infantry, 
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Ordnance)  .  With  the  establishment  of  the  AntQr  Acquisition 
Corps,  career  advancement  of  the  acquisition  officer  is  now 
tied  directly  to  their  performance  in  acquisition  related 
positions.  The  program  managers  of  today  understand  that 
future  success  of  those  junior  officers,  and  the  Acquisition 
Corps  in  general,  depends  on  the  program  manager's  edaility  to 
provide  professional  development  and  guidance  to  those 
officers. 

The  relative  increase  in  the  importance  of  "Self 
Control"  is  not  as  easy  to  ascertain.  It  could  be  due  to 
increasing  budget  pressures  faced  by  program  managers  or 
because  of  the  increased  awareness  of  Total  Quality 
Management.  The  results  of  this  study  are  inclusive  in  this 
regard.  What  is  known  is  that  the  relative  importance  of  the 
"Self  Control"  competency  has  dramatically  increased  over  the 
past  five  years.  During  that  time  period,  the  relative 
ranking  of  the  competency  "Self  Control"  has  increased  from 
16th  to  4th  out  of  27  competencies. 

b.  CompeCency  Awareness  Integration  by  DSMC  and  UPS 

The  other  significant  finding  of  this  study  was 
that  the  educational  foundation  that  the  DSMC  Program 
Management  Course  and  the  NFS  Systems  Acc[uisition  Management 
curriculum  both  provide  acquisition  students  with  a  well 
founded  awareness  of  the  11  core  competencies.  However,  both 
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Institutions  should  provide  more  eic^hasis  on  the  five 
coirpetencies  which  distinguish  successful  program  managers. 

Both  the  DSMC  and  NFS  curricula  are  based 
primarily  on  functional  areas  rather  than  these  16 
competencies.  While  this  is  not  necessarily  inappropriate, 
any  major  changes  to  these  curricula  could  inadvertently 
lessen  or  eliminate  the  awareness  level  that  is  currently 
being  provided  for  any  given  coitpetency. 

The  very  nature  of  education  requires  that  it  be 
allowed  to  evolve  over  time.  It  is  the  responsibility  of  the 
institutions  that  are  providing  the  educational  foundations 
for  future  program  managers  to  ensure  that  an  awareness  of 
these  coit5)etencies  continue  to  be  part  of  that  foundation. 

C.  RECGBOSENDATIONS 

In  order  to  ensure  that  future  prograun  managers  continue 
to  receive  a  fimdcunental  awareness  of  these  con^etencies ,  both 
DSMC  and  NFS  should  develop  a  block  of  instruction 
specifically  devoted  to  these  conpetencies . 

The  course  could  be  entitled  "Marketing  for  Frogram 
Managers . "  It  should  integrate  both  the  core  competencies  and 
those  that  distinguish  successful  program  managers .  It  should 
be  designed  to  provide  acquisition  students  with  solid 
exeutples  that  illustrate  what  happens  to  program  managers  who 
understand,  or  fail  to  understand,  a  particular  con^etency. 

In  selecting  the  instructors  for  this  course,  both  the 
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academic  and  acquisition  experience  of  the  instructor  should 
be  considered.  Due  to  the  nature  of  these  conpetencies ,  more 
emphasis  should  be  placed  on  acquisition  e3q>erience  then  on 
academic  experience  of  the  instructor.  A  logical  source  of 
instructors  for  this  course  could  be  ex-program  managers  or 
senior  acquisition  personnel  who  could  provide  "real  world" 
examples  to  the  students. 

This  course  could  be  integrated  into  the  NFS  Systems 
Acquisition  Management  curriculxim  in  place  of  an  elective  or 
as  part  of  the  seminar  progrcun.  DSMC  could  present  this  block 
of  instruction  during  the  integrated  studies  portion  of  the 
Program  Management  Course. 

By  estedDlishing  the  "Marketing  for  Program  Managers" 
course,  we  would  ensure  that  future  program  managers  are 
provided  a  "blue  print"  for  becoming  successful  program 
managers.  It  would  also  ensure  that  as  educational  programs 
related  to  the  acquisition  process  evolve,  these  con^etencies 
would  become  an  integral  part  of  the  education  of  future 
program  managers. 

D.  LIMITATIONS  OF  THIS  RESEARCH 

This  research  focused  on  what  con^etencies  were  iziportant 
to  Army  program  managers,  not  why  they  were  important.  To 
truly  understand  the  role  that  these  competencies  play  in 
program  management,  the  (question  of  why  are  they  important 
must  be  answered.  Further  research  should  focus  on  why  these 
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competencies  are  important  and  to  what  extent  program  managers 
actually  integrate  these  competencies  into  their  management 
approach  to  program  management.  This  research  could  be 
effectively  integrated  into  a  case  study  of  several  successful 
program  managers. 

The  second  limitation  of  this  research  is  its  relative 
scope.  This  research  focused  on  Army  ACAT-I  progrcun  managers. 
Whether  the  findings  of  this  research  are  valid  throughout  DoD 
is  an  area  for  future  study.  This  could  be  accon^lished  by 
administering  the  Program  Managers  Competency  Survey  to  ACAT-I 
program  managers  from  both  the  Navy  and  the  Air  Force.  The 
results  of  this  research  would  provide  DoD  with  an  effective 
tool  in  developing  educational  programs  for  future  program 
managers . 

The  final  limitation  of  this  study  is  the  Program  Manager 
Coirpetency  Survey  itself.  Many  of  the  definitions  are  similar 
to  others,  and  some  of  the  conpetencies  themselves  should  be 
renamed.  Some  of  the  survey  results  may  have  changed  if  the 
conpetency  "Optimizing"  would  have  been  renamed  "Prioritzing" ; 
or  the  conpetency  "Professionalism"  changed  to  "Professional 
Expertise".  Additionally,  the  original  format  of  the  DSMC 
survey  was  changed  to  maUce  the  survey  easier  to  read.  If  the 
Program  Manager  Competency  Survey  is  used  as  the  basis  for 
future  research,  these  concerns  should  be  addressed. 

While  these  limitations  do  not  invalidate  this  study,  they 
do  identify  areas  for  additional  research. 
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APPENDIX  A:  PROGRAM  MANAGER  COMPETENCY  SURVEY 


SURVEY  NUMBER: 


PROGRAM  MANAGER  SURVEY 
FOR 

ACQUISITION  CAREER  MANAGEMENT 
SUBJECT: 

JOB  COMPETENCIES  FOR  PROGRAM  MANAGERS 


This  survey  is  designed  to  provide  an  overall  picture  of  the 
knowledge  and  skills  that  program  managers  need  to  perform 
effectively.  In  order  to  gather  this  information,  we  are 
surveying  Program  Executive  Officers,  Deputy  Program  Executive 
Officers,  Program  Managers  of  ACAT-1  programs,  students  from  the 
Defense  Systems  Management  College  (DSMC)  Program  Managers 
course,  and  students  from  the  Naval  Postgraduate  School's  Systems 
Acquisition  Management  curriculum. 

The  information  collected  will  be  used  to  help  refine  existing 
management  educational  programs  offered  by  the  Systems 
Acquisition  Management  curriculxim  at  NPS,  and  those  programs 
sponsored  by  DSMC. 

Your  responses  will  be  kept  confidential.  Please  be  as  candid 
as  possible.  We  need  your  judgment  based  on  your  experience 
rather  than  the  "party  line".  There  are  two  parts  to  the  survey. 
Please  read  the  instructions  carefully  before  answering  any 
questions. 

If  you  have  questions  concerning  the  survey,  please  call 
CPT  Bryan  J.  Me  Veigh  at  the  Naval  Post  Graduate  School 
DSN;  878-2526,  Civilian;  (408)  656-2536,  Home:  (408)  899-3920. 
FAX:  (DSN)  878-2138. 

Once  you  have  coit^leted  the  survey;  please  mail  it  to; 
Administrative  Science  Department,  Code:  AS/HA,  ATTN:  CPT  Bryan 
J.  Me  Veigh,  Naval  Postgraduate  School,  555  Dyer  Rd,  RM  220, 
Monterey,  CA  93943-5000.  PLEASE  COMPLETE  AND  RETURN  THIS  SURVEY 
BY  FRIDAY.  28  JANUARY.  1994. 
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PARTI 

The  following  pages  list  27  characteristics  of  progreun 
managers . 

In  the  first  column,  entitled  "Ideal  Program  Managers",  please 
select  9  of  the  characteristics  that  you  feel  are  most  in^ortant 
to  an  "IDEAL"  program  manager.  Indicate  your  selections  with  a 
"T"  (Top) . 

Secondly,  using  the  first  coltimn  again,  select  the  9 
characteristics  which  you  feel  are  the  less  importcmt  to  being  an 
"IDEAL"  progrcun  manager.  Indicate  your  selections  with  a  "B" 
(Bottom)  . 

Next,  using  the  second  column,  entitled  "Developmcunt  Areas  For 
Program  Managers",  select  the  6  areas  that  you  feel  additional 
education  and  training  progreuns  would  benefit  the  greatest  number 
of  progreun  managers.  Indicate  your  selections  with  an  "X", 

Suggestion;  Go  through  the  list  in  pencil  and  make  your 
initial  selections.  Then  go  back  and  eliminate  or  add  to  your 
initial  selections.  Complete  your  selections  for  coliunn  one, 
then  go  to  column  two.  MAKE  SURE  YOU  HAVE  IDENTIFIED  EXACTLY  9 
"TOP"  AREAS,  9  "BOTTOM"  AREAS,  AMD  6  DEVELOPMENTAL  AREAS. 
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CHARACTEWISTIC  DEFINITIONS 

1 .  Sanaa  of  OwnaraMp/Miasion:  Saains  aalf  aa  tha  ona  rasponaibla  for  tha  ovarall  auccaaa  of  tha  program. 

2.  Focua  on  Excalanca:  Striving  to  achiava  tha  highaat  standards  ragardlaaa  of  circumstancas. 

3.  ProfaaskHiaiisin:  Saaing  salt  or  baing  saan  by  othars  as  a  tachnical  axpart  in  ona  or  mora  acquisition  spacialty  araas. 

4.  Optimizing:  Making  dacisions  aftar  carafutly  avaluating  tha  advantagas  aivl  diaadvantagas. 

6.  Intarparsonal  Aasaastnant:  Idantifying  tha  spaeific  abilitias,  intarast.  motivatiorts,  eharactaristics,  or  stylos  of  othars. 

6.  Attantian  to  Dotal:  Carafutly  raviawing  plans,  roports,  etc.,  to  ansuro  that  thay  ara  complata,  accurata,  and  that  thay 
conform  to  standards. 

7.  Colaboratiwa  Infliianea:  Modifying  position  to  obtain  tha  agraamant  and  support  of  others  in  order  to  accomplish  a 
shared  goal  or  mission. 

8.  Long  Torn  Porspoetivo:  Taking  tha  time  naadad  to  think  through  future  issues  and  problems. 

9.  Coachao  Othars:  Providing  othars  with  performance  feedback  and  suggestions  to  improve  their  capabilities. 

10.  Results  Oriantod:  Evaluating  own  and  other's  performance  in  tamw  of  accomplishing  specific  goats  or  masting  specific 
standards. 

11.  Political  Awaranaaa:  Understanding  who  tha  influential  players  ara,  what  they  want,  and  how  to  best  work  with  them. 

12.  Creativity:  Thinking  up  novel  or  unique  ways  to  solve  tachnicsl  or  administrative  problama  that  others  have  difficulty 
solving. 

13.  Dbactiva  bifhianea:  Exercising  full  range  of  authority  to  gain  tha  agraamant  or  contpliairca  of  othars. 

14.  Asaartivanass:  Stating  own  position  forcefully  or  aggrassivaiy  in  tha  face  of  opposition  from  others  with  influence. 

16.  Effidaney  Orientation:  Continuously  looking  for  ways  to  cut  cost  arxl  complete  even  routine  tasks  more  quickly. 

18.  Proaetiva  Information  Gatharing:  Syatamatically  collecting  new  and  raviawirtg  existing  information  to  datarmina  the 
appropriate  decision  or  course  of  action. 

17.  Iimevativonaas:  Championing  or  initiating  new  ways  of  meeting  program  raquiraments. 

18-  Poshlva  Expactatforw:  Assumes  that  othars  will  perform  affectively  if  given  tha  opportunity  aixl  tha  needed  resources. 

19.  CritiesI  Inquiry:  Exploring  critical  issues  that  ara  not  explicitly  addressed  or  racogrtized  by  othars. 

20.  Raiationship  Davalopmant:  Spending  time  arxl  energy  getting  to  know  program  sponsors,  contractors,  or  other 
influential  people. 

21 .  CempsiMvanass:  Baing  enari^ed  by  any  direct  or  indirect  challenge  to  own  or  work  group's  performance. 

22.  Managerial  Orientation:  Saaing  ones  own  role  as  getting  work  done  through  tha  efforts  of  othars. 

23.  Action  ftisntad:  Reacting  to  issues  arxl  problems  anargetically  arxi  with  a  sense  of  urgency. 

24.  Self  Control:  Rentaining  calm  and  unemotional  in  stressful  situations. 

25.  Systematic  ThMdng:  Taking  planned  methodical  approaches  to  orgaixzing  work  and  solving  problenw. 

26.  Strategic  Influonco:  Building  coalitions  with  influential  others  arxi  orchestrating  situations  to  overcome  obstadas  arxl 
obtain  support. 

27.  Intarparsonal  Sanaitivity:  Accurately  identifying  the  spoken  or  unspoken  feelings  of  othars  arxi  acting  accordingly. 
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1.  Sense  of  Ownership /Mission: 

2.  Focus  on  Excellence: 

3 .  Professionalism: 

4.  Optimizing: 

5.  Interpersonal  Assessment: 

6.  Attention  to  Detail: 

7.  Collaborative  Influence: 

8.  Long  Term  Perspective: 

9 .  Coaches  Others : 

10.  Results  Oriented: 

11.  Political  Awareness: 

12.  Creativity: 

13.  Directive  Influence: 

14.  Assertiveness: 

15.  -Efficiency  Orientation: 

16.  Proactive  Information  Gathering: 

17 .  Innovativeness : 

18.  Positive  E3q>ectatlons : 

19.  Critical  Inquiry: 

20.  Relationship  Development 

21.  Coiiq)etltiveness: 

22.  Muagerlal  Orientation: 

23.  Action  Oriented: 

24.  Self  Control: 

25.  Systematic  Thinking: 

26.  Strategic  Influence: 

27.  Interpersonal  Sensitivity: 


TOTAL  "T" (9) 


TOTAL  "B" (9) 


TOTAL  "X"(6) 


PARXn 


Please  provide  the  following  background  information.  We  will 
use  this  information  to  analyze  the  aggregate  information 
obtained  in  Part  I  of  this  survey'. 


A.  Current  military  rank  or  civil  service  grade  (circle  one) : 


1. 

06 

6.  Senior  Executive  Service  (SES) 

2. 

05 

7.  GS/GM-15 

3. 

04 

8 .  GS/GM- 14 

4. 

03 

9.  GS/GM- 13 

5. 

Other; 

10.  Other: 

B.  Current  organization  (circle  one) : 

1.  Program  Executive  Office  3.  DSMC 

2.  Program  Office  4.  NPS 

C.  Current  position  (circle  one) : 

1.  Program  Executive  Officer 

2.  Deputy  or  Assistant  Program  Executive  Officer 

3 .  Program  Manager 

4 .  DSMC  Student 

5 .  NPS  Student 

D.  If  you  are  currently  assigned  to  NPS;  how  many  quarters  have 
you  con^leted  (circle  one) ? 


1. 

1  quarter 

4. 

4 

quarter 

2. 

2  quarter 

5. 

5 

quarter 

3. 

3  quarter 

6. 

6 

quarter 
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E.  Previous  acquisition- related  positions  you  have  held  (circle 
all  appropriate  responses,  and  round  to  the  nearest  whole  year) . 

If  yes, 

how  many 

Ysa  N2  years _ 


1. 

2. 

3. 

4. 

5. 

6. 

7. 


8. 


9. 

10. 


11. 


12. 

13. 


Program  Executive  1 
Deputy  Program  Executive  1 
Program  Manager  1 
Program  Manager  Staff  1 
Product  Manager  1 
Product  Manager  Staff  1 
Test  and  Evaluation  1 
Training  with  Industry  1 
New  Equipment  Fielding  1 
Force  Development  Officer  1 
Combat  Development  Officer  1 
Research  Laboratory  1 
Other  (please  specify) _ 


2 

2 

2 

2 

2 

2 

2 

2 

2 

2 

2 

2 


F.  Looking  back  over  the  experience  areas  you  filled  out  in  E 
above,  which  one  area  was  the  most  useful  in  preparing  you  to 
become  a  program  manager  (circle  one) . 


1. 

Program  Manager  Staff 

2. 

Product  Manager 

3. 

5. 

Product  Manager  Staff 
Training  with  Industry 

4. 

6. 

Test  and  Evaluation 

New  Equipment  Fielding 

7. 

Force  Development 
Officer 

8. 

Combat  Development 
Officer 

9. 

Research  Laboratory 

10. 

Other  (please  specify) : 
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G.  Length  of  time  in  acquisition  related  positions: 
year  (s) 


H,  Formal  Education  Background: 

(1)  Bachelor  Degrees  or  equivalent  (circle  all  appropriate 
responses) : 

Yes  No 


1. 

Engineering 

1 

2 

2. 

Physical  Sciences  or  Mathematics 

1 

2 

3. 

Biological  Sciences 

1 

2 

4. 

Conputer  Sciences 

1 

2 

5. 

Business,  Economics,  or  MEinagement 

1 

2 

6. 

Liberal  Arts 

1 

2 

7, 

Other  (please  specify) 

(2)  Graduate  Degrees  (circle  all  appropriate  responses) : 


Yes 

He 

1. 

Engineering 

1 

2 

2. 

Physical  Sciences  or  Mathematics 

1 

2 

3. 

Biological  Sciences 

1 

2 

4. 

Computer  Sciences 

1 

2 

5. 

Business,  Economics,  or  Management 

1 

2 

6. 

Liberal  Arts 

1 

2 

7. 

Other  (please  specify) 
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I.  Courses  in  Acquisition  Management  lasting  at  least  five  davs 
(for  additional  courses  specify  sponsor  and  course  title) : 


SPONSOR 

1 .  DSMC 

2 .  DSMC 

3 .  DSMC 

4 .  DSMC 

5 .  DSMC 

6 .  DSMC 

7.  ALMC 


COURSE  TITLE  YES  NO 

Program  Management  Course  (PMC)  1  2 

Part  I  (six  week  course) 

Program  Management  Course  (PMC)  1  2 

Part  I  and  II  (20  week  course) 

Executive  Refresher  Course  1  2 

Executive  Management  Course  1  2 

Fundamentals  of  Systems  Acquisition  1  2 

Course . 

Intermediate  Systems  Acquisition  1  2 

Course  (Formerly:  Acquisition  Basic 
Course) . 

Material  Acquisition  Management  1  2 

Course . 


8. 

9. 


10. 


11. 


J.  If  you  are  currently  a  program  manager,  please  identify  what 
Acquisition  Category  (ACAT)  your  program  is  (circle  one) : 


1. 

ACAT-l/D 

4. 

ACAT- 3 

2. 

ACAT- 1/C 

5. 

ACAT- 4 

3. 

ACAT -2 

6. 

Other  (please  specify) : 
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K.  If  you  are  currently  a  program  manager,  please  identify  which 
acquisition  phase  your  program  is  currently  in  (circle  one) ; 

1.  Phase  0  (Concept  Eaqjloration  &  Definition) 

2.  Phase  I  (Demonstration  and  Validation) 

3.  Phase  II  (Engineering  &  Manufacturing  Development) 

4.  Phase  III  (Production  and  Deployment) 

5.  Phase  IV  (Operation  &  Support) 

6 .  Other  (please  specify) :  _ 

L.  REMARKS:  Please  add  any  remarks  that  might  improve  this 
study  or  enhance  the  educational  programs  for  program  managers: 


113 


APPENDIX  B:  PROGRAM  MANAGER  INTERVIEW  QUESTIONS 


Dear  Sir, 

I  would  like  to  thank  you  again  for  agreeing  to  this 
interview.  I  intend  to  ask  the  attached  questions  during 
our  meeting.  I  thought  that  you  may  wish  to  review  them 
prior  to  our  video  tela -conference.  Additionally,  I  have 
attached  a  copy  of  the  con^etency  definitions  to  assist  you 
in  preparing  you  answers. 

As  you  review  these  questions,  it  may  help  to  think 
about  some  of  the  major  events  that  have  accrued  since  you 
became  a  program  manager,  and  then  formulate  you  answer 
within  that  context. 

If  I  can  provide  you  with  any  additional  information, 
please  call  me  at  (408)  899-3920. 


Bryan  J.  Me  Veigh 
CPT,  AR 
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CHARACTBOSnC  DglMnOHS 


1.  Sam*  of  OwBonUp/Marfoa:  Seeiot  idf  w  the  one  rapouible  for  Ihe  ovenll  nicwM  of  foe  prognai- 

2.  Focni  OB  Rwollenee;  Striving  to  oeliieve  foe  hi^ieet  •teodeKU  legenUeM  of  eimeneleneee. 

3.  rinfeeriniieWwr  Seemg  lelf  or  beiog  aeen  by  ofoen  ic  ■  tecbnicel  eiqwit  in  one  or  mote  eoquieition  epecnlor  ueee. 

4.  Oftfanliing:  Meking  decieiooa  efier  cerefolly  evehiatiiig  foe  edvenlegae  tad  dimdvanlagee. 

5.  btarpoceoBal  AmemBHot:  Ideotiiyingfoeipeeiiic  ebilhiee,  mteraet,  motivaiioiie.  dianctefiitici,  oriQrlee  of  ofoen. 

i.  Attentlea  to  DriaD:  CerefoUy  reviewing  pleiie,  leporti.  etc.,  to  eneure  fom  they  ere  oompWe,  oeeunte,  ead  foot  they  confonn  to  madenU. 

7.  CoOabontiTalnlhiiBcat  Modifymgpaailiaa  to  obtain  foe  agfeaneot  tad  aqipoit  of  ofoen  m  order  to  aoooovlUi  a  ihared  goal  or  mieuoa. 

8.  Long  Term  Ponpactivat  Taldag  foe  tane  Beaded  to  foiakfoiougb  foam  itauM  aadprebhaaa. 

9.  Coarhae Othera;  Providiag ofoen  wifoperfoniiancefeedbadcaad  auggeatioBa  to  improve foeircapabililiaa. 

10.  Kaaalta  Orlaatod:  Evaluating  owa  and  odier'apeefonBanicem  teimaof  aeconylifoiBgapecifie  goahorametmgepecific  riaadaida. 

11.  PeHtical  Awaiaaaat:  Undentanding  who  foe  infhieotitl  pbyen  are,  what  foey  want,  and  how  to  beat  woifc  wifo  them. 

12.  CraatMty:  Thinkiiig  up  novel  or  unique  waya  to  aolve  tivdiiiiral  or  adminiatralive  probkaB  foat  ofoen  have  difRcul^  aolviag. 

13.  TIrartiTa  liiHneof  a  Bxeiciaing  foil  range  of  tutfaoriQr  to  gain  foe  agreement  or  ooiqilitaoe  of  ofoen. 

14.  AaaeitIvMeae:  Stating  own  poaitioa  fotoefolly  or  tggremive^  m  the  fooe  ol  oppotidoB  from  ofoen  with  mHoenoe. 

15.  EfHriemy  OttanuaioB:  CoBtinuoualy  kioking  for  waya  to  cut  ooat  and  complete  eveo  loutme  Bake  mom  quickly. 

K.  rmerttra  Infoimartnn  ffatharlni  lyrtnmatirall)'  rnllrirtint  nnrr  anil  m  irmring  filiating  mfoimatinn In  dntrnnaifi  Ihn  apprnpeiatr  drriiinn  nr 
courae  of  action. 

17.  baovativaBaaat  ObampioBiag  or  laitiatiBg  new  waya  of  meeting  prognm  requiremenae- 

18.  IViritIve  EkperiaHnwat  Anamiea  foat  odien  will  perform  effectively  if  given  foe  opportnaity  and  foe  needed  laaoinoea. 

19.  Crftieal  Inqaiiy)  Exploring  critioal  iaauea  foat  are  not  etqilicitly  addnated  or  recognized  by  ofoen. 

20.  Belettonfolp  PevehipBiauti  Spending  time  and  energy  getting  to  know  program  tponaon,  oonlraeton,  or  other  mflueotialpeo^. 

21.  CompatklTaBaaai  Being  energized  by  any  direct  or  mdireet  challenge  to  own  or  work  gronp’tperfoimnaoe. 

22.  Managetlal  Orfanfertani  Seemg  onea  own  role  aa  gettiag  work  done  forou^  foe  efforta  of  ofoen. 

23.  Aetlen  Orlantedi  Reacting  to  iaauea  and  problema  energetically  and  with  a  aenae  of  orgcaiey. 

24.  SalfCantrali  Rfmamnig  calm  airi  unranotinnal  in  atreaafal  aitnationa. 

25.  gyatamarir  Thlnklngr  Taking  planned  mefoodicalapptoachea  to  organiring  work  and  advnigptoMema. 

24.  Stratogie  lathianraT  Building  ooalitiona  arifo  mfhieotial  ofoen  and  orriieatiating  *!»■•*«»”*■  to  overcome  obataclea  and  obtain  anpport. 

27.  InfarpeieBBal  Hanritlvltyi  Accurately  identifying  foe  apoken  or  umgroken  feelinga  of  ofoen  and  acting  aocordingfy. 
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ZMTERVIEW  QUESTION  FOR  PROGRAM  MANGERS 

1)  As  a  nrogxam  manager,  bow  have  the  following 
competencies  affected  the  way  you  manage  your  program? 
(Indicate  your  answer  with  an  .) 
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2)  As  a  vrogram  manager,  do  you  think  the  following 
competencies  nan  be  taught  or  are  they  an  inherent  skill? 
(Indicate  your  answer  with  an  "X".) 


CCNPETEWrY 

SKILL  THAT  CAN 

BE  TAUGHT 

INHERENT 

SKILL 

EXAMPLE 

FOCUS  ON 
EXCELLENCE 

OPTIMIZING 

INTERPERSONAL 

ASSESSMENT 

ATTENTION  TO 
DETAIL 

EIEZiSalH 

POLITICAL 

AUARENESS 

ASSERTIVENESS 

PROACTIVE 

INFORMATION 

GATHERING 

CRITICAL 

INOUIRT 

MANAGERIAL 

ORIENTATION 

ACTION  ORIENTED 

SELF  CONTROL 

STSTBIATIC 

THINKING 

STRATEGIC 

INFLUENCE 

PROFESSIONALISM 
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7}  How  can  we  train  junior  members  of  the  Acquisition  Corps 
now  to  be  readfy"  for  those  challenges? 


APPENDIX  Ct  PROGRAM  M2^A6ER  COMPETENCY  SURVEY  RESULTS 


TABLE  V 

SUCCESSFUL  PROGRAM  MANAGER  COMPETENCY  SURVEY  RESULTS 

(N-  n) 


FREQUENCY 

STANDARD 

LEAST 

IMPORTANT 

MOST 

in 

DEVIATION 

IMPORTANT 

IMPORTANT 

SENSE  OF  OWNERSHIP 

4 

0 

7 

2.27 

1.009 

FOLmCAL  AWARENESS 

1 

3 

7 

2.36 

.688 

RELATIONSHIP  DEVELOPMENT 

2 

3 

6 

236 

.809 

STRATEGIC  INFLUENCE 

3 

4 

4 

2.09 

.831 

INTERPERSONAL  ASSESSMENT 

3 

7 

1 

LSI 

.603 

ASSERTIVENESS 

7 

2 

2 

1.34 

.820 

MANAGERIAL  ORIENTATION 

3 

3 

3 

2.18 

.874 

RESULTS  ORIENTATION 

1 

S 

3 

2.36 

.688 

CRITTCAL  INQUIRY 

3 

4 

4 

2.09 

.831 

LONG  TERM  PERSPECITVE 

1 

6 

4 

2.27 

.647 

FOCUS  ON  EXCELLENCE 

4 

2 

3 

2.00 

.944 

INNOVATIVENESS 

1 

5 

3 

2.36 

.674 

OPITMIZINO 

S 

S 

1 

1.63 

.674 

ACTION  ORIENTATION 

3 

3 

3 

ESIli 

.874 

PROACTIVE  mPORMATTON  GATHBRINO 

3 

5 

3 

2.00 

.773 

ATTENTION  TO  DETAIL 

5 

5 

1 

1.63 

.674  1 

OOLLWIRATIVE  INFLUENCE 

6 

4 

1 

1.34 

.688  I 

COACHES  OTHERS 

1 

4 

6 

2.43 

.688  1 

CREATIVITY 

3 

3 

3 

2.18 

.874 

DDtECnVE  INFLUENCE 

10 

1 

0 

1.09 

.301 

EFFICIENCY  ORIENTATION 

7 

4 

0 

1.36 

.503 

POSITIVE  EXPECTATIONS 

2 

3 

4 

2.18 

.731 

COMPEimVENESS 

9 

1 

1 

1.27 

.647 

SELF  CONTROL 

2 

3 

6 

2.36 

.809 

PROFESSIONAUSM 

3 

4 

4 

2.09 

.831 

INTERPERSONAL  SENSITTVITY 

3 

3 

3 

2.00 

.773 

SYSTEMATIC  THINKINO 

4 

2j00 

.894 
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TABLE  VI 

AVEItAGE  PKOGRAM  MANAGOI  COMPETB«CY  SUBVEV  SESULT8 
 (N  -  14) 
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TABLE  Vm 

DEVELOPMENTAL  AREAS  FOR  PROGKAM  MANAGEKS  SURVEY  KESULTS 


PROGRAM  MANAGERS  (N  •  25) 

NUMBER 

PERCENTAGE 

NUMBER 

raUCENTAOE 

INDICATING 

INDICATING 

INDICATINO 

INDICATINO 

MORE 

MORE 

MORE 

MORE 

DEVELOPMENT 

DEVELOPMENT 

DEVELOIMENT 

DEVELOPMENT 

NEEDED 

NEEDED 

NEEDED 

NEEDED 

SENSE  OF  OWNERSHIP 

2 

.08 

9 

.06 

potmcAL  awareness 

15 

.60 

69 

.49 

RELATIONSHIP  PEVELOPMENT 

5 

.20 

56 

.40 

STRATEGIC  INFLUENCE 

8 

.32 

51 

.36 

INTERPERSONAL  ASSESSMENT 

5 

.20 

38 

.27 

ASSERTIVENESS 

1 

.04 

5 

.04 

MANAGERIAL  ORIENTATION 

8 

.32 

54 

39 

RESULTS  ORIENTATION 

2 

.08 

20 

.14 

CRITICAL  INQUIRY 

10 

.40 

39 

.28 

LONG  TERM  PERSPECTIVE 

9 

.36 

58 

.41 

FOCUS  ON  EXCELLENCE 

5 

.20 

24 

.17 

INNOVATIVENESS 

9 

.36 

41 

.29 

OPUMIZINO 

5 

.20 

42 

30 

ACTION  ORIENTATION 

3 

.12 

7 

.05 

PROACTIVE  INFORMATION  OATHERINO 

6 

.24 

33 

.24 

ATTENTION  TO  DETAIL 

2 

.08 

11 

.08 

COLLABORATIVE  INFLUENCE 

7 

.28 

37 

.26 

COACHES  OTHERS 

8 

.32 

45 

.32 

CREATIVITY 

8 

.32 

30 

DIRECTTVB  INFLUENCE 

0 

0 

10 

sn 

EFFICIENCY  ORIENTATION 

4 

.16 

35 

.25 

POSITIVE  EXPECTATIONS 

1 

.04 

17 

.12 

CCMPETniVENESS 

0 

0 

7 

.05 

SELF  CONTROL 

2 

.08 

16 

.11 

PROFESSIONAUSM 

6 

.24 

22 

.16 

INTERPERSONAL  SENSITIVITY 

7 

.28 

26 

.19 

SYSTEMATIC  THINKINO 

7 

.28 

45 

33 
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*  lamki  biMd  off  of  SOU  nf  1lir  rnimiff  in  i  irmii  Fnliiiinl  ftn  Im-hini  ~ 
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